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ABSTRACT 
 The U.S. Army considers people its competitive advantage; however, industrial 
era personnel practices still loom in its performance management systems. Just as the 
Army cannot succeed in fighting future wars with yesterday’s technology, it cannot 
succeed using antiquated performance management practices in the information age and 
beyond. With this in mind, we used a mixed research methodology to answer the 
following question: How can USASOC’s performance management practices be adapted 
to improve performance and retention of special forces officers? First, we conducted a 
qualitative comparison of for-profit, nonprofit, and military organizations. Second, we 
performed quantitative analysis via a SOCOM–sponsored survey of special forces 
officers. Findings indicate that retention is an output of talent acquisition and talent 
management systems and is heavily influenced by organizational culture. Moreover, 
retention issues are symptoms of a larger problem that requires a holistic solution and 
modernization of performance management practices. We recommend that USASOC 
adopt a sociotechnical performance management system that incorporates a continuous 
360 performance review process, data-driven methodology, and multi-dimensional 
evaluations to improve performance and retention. Finally, USASOC should extend time 
in key developmental positions and create specialized career tracks that enable depth of 
professional development. 
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EXECUTIVE SUMMARY 
Over the past decade, organizations have fought fiercely for competitive advantage. 
Two qualities characterize today’s most successful organizations—the prioritization of 
people and the modernization of performance management practices. Furthermore, 
organizations are crafting sociotechnical systems to codify and exploit their competitive 
advantage. The U.S. Army is no different, as it considers people its competitive advantage. 
General James McConville, United States Army Chief of Staff, stated during the 
Association of the U.S. Army’s Annual Meeting and Exposition on October 15, 2019, that 
“no matter how much technology we develop, Soldiers will always remain the centerpiece 
of our Army. We equip people, we don’t man equipment, and that philosophy will not 
change.” 1 At the same time, to operate and compete militarily in today’s complex and 
multi-dimensional world, the U.S. Army must prioritize and aggressively pursue 
informational and technological advancements. The Commander of the United States 
Army Special Operations Command (USASOC), Lieutenant General (LTG) Francis 
Beaudette, stated in a 2020 Defense Media Network interview that “to stay ahead of the 
enemy, [USASOC] must increase our advantage by providing the latest technology to our 
teams, unencumbered by expensive legacy systems and slow processes. We cannot expect 
success fighting tomorrow’s wars with yesterday’s technology..”2 
Technology is thus a critical factor within the U.S. Army’s system; however, 
optimization of a sociotechnical system requires a “close association between the  
 
——————————— 
1 Michelle Tan, “McConville: People are Centerpiece of the Army,” Association of the United States 
Army, last modified October 15, 2019, https://www.ausa.org/news/mcconville-people-are-centerpiece-
army. 
2 Scott R. Gourley, “Interview with Lt. Gen. Francis M. Beaudette, Commander, U.S. Army Special 






technological and the social systems of the organization.” 3 The U.S. Army considers 
people its competitive advantage; however, industrial era personnel practices still loom in  
its performance management systems. Just as the Army cannot succeed in fighting future 
wars with yesterday’s technology, it cannot succeed using antiquated performance 
management practices in the information age and beyond. 
 This research, therefore, investigates prevailing organizational performance 
management practices and compares them to USASOC’s practices. To direct research and 
analysis, this thesis defines performance management as a process, or series of activities, 
“designed to ensure that the organization gets the performance it needs from its 
employees.” 4 Performance management systems facilitate countless contributions to an 
organization’s success, including an enhanced “motivation, commitment, and intentions to 
stay in the organization,” also known as retention.5 As such, leveraging performance 
management systems to retain the right type and number of people within the organization 
is central to this thesis. 
PURPOSE 
The purpose of this thesis is to assess USASOC’s current and projected talent 
management systems to ensure that it effectively acquires, manages, and retains the right 
number and type of leaders. Specifically, we aim to investigate the strengths, weaknesses, 
and pitfalls surrounding multiple factors that commonly serve as inputs into performance 
management systems used by industry or other military organizations and then to compare 
these trends to USASOC’s performance management practices. First, we define 
performance management within the construct of USASOC’s talent management practices 
and, subsequently, investigate the effectiveness of USASOC’s current and projected 
——————————— 
3 Steve Sawyer and Mohammad Hossein Jarrahi, “The Sociotechnical Perspective,” in Information 
Systems and Information Technology, Volume 2 (Computing Handbook Set, Third Edition), ed. Heikki Topi 
and Allen Tucker (Boca Raton: Taylor and Francis, 2015),7, 
https://www.researchgate.net/publication/301777084_The_Sociotechnical_Perspective. 
4 Robert L. Mathis et al., Human Resource Management, 15th ed. (Boston: Cengage Learning, 2015), 
364. 
5 Herman Aguinis, Performance Management, 3rd ed. (Upper Saddle River, NJ: Pearson, 2013), 6-7, 
VULMS. 
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performance management systems. We then recommend practices that USASOC can 
implement to improve performance and retention of special forces officers by answering 
the research question: How can USASOC’s performance management practices be adapted 
to improve performance and retention, both quality and quantity, specifically of special 
forces officers following completion of pay grade O-3 key developmental (KD) positions, 
but before they attend an Intermediate Level Education (ILE) course? 
METHODS 
This research uses a mixed methodology and study design, examining qualitative 
and quantitative data. Independently, qualitative, and quantitative research provide 
different types of information—open-ended and closed-ended, respectively, which 
provides a more holistic understanding of how performance management practices work 
as part of a system of systems.  
First, we conducted qualitative analysis through a case study comparison, 
examining the relationship between the inputs of various personnel management factors 
and the outputs of personnel performance and retention. We chose a qualitative approach 
because it facilitated the exploration and identification of best practices, challenges, and 
pitfalls inherent in multiple performance management processes in corporate (for-profit), 
nonprofit, and military organizations. Furthermore, as there is no exact equivalent in terms 
of performance management practices  within the civilian or military sectors, case studies 
were selected based on organizational characteristics and processes that reflect aspects of 
USASOC’s unique organizational structure and behavior: for-profit organizations (General 
Electric Company, Amazon, and Adobe), nonprofit organizations (International 
Committee of the Red Cross, International Federation of the Red Cross and Red Crescent 
Societies, and Amnesty International), and military organizations (Naval Special Warfare, 
U.S. Army Aviation Branch, and the British Army). These organizations share two 
common attributes with USASOC: 1) they are global, which requires decentralized 
execution; and 2) they are purpose-driven, with a clearly defined strategic end state.  
Second, we performed quantitative analysis by way of survey research. We 
distributed a survey consisting of 26-predetermined question to active-duty special forces 
xviii 
officers from year groups 2005 to 2014. In total, we recruited 989 special forces officers to 
conduct the survey and received 236 responses—a 23.8% participation rate. The sampling 
design was stratified, as responses could be divided into categories such as year group and 
organizational membership. Given the research’s greater interest in trends than in specific 
responses, the sample was designed to be representative of the special forces 
O-4 population, as reflected by the number of respondents per year group and per 
organization. This survey research allowed data collection and statistical analysis to 
identify trends among special forces officers’ motivations and satisfaction with USASOC’s 
performance management practices while minimizing researcher subjectivity.  
SUPPORTING LITERATURE 
An understanding of several central constructs of organizational theory and design, 
as well as human resources practices, complements and adds light to the idea that people 
matter and are a vital part of achieving organizational success. As such, to first identify 
how systems fit into the “big picture” of organizational design, the thesis examines people 
in the context of human resource management, Jay Galbraith’s Star Model, and the 
Congruence Model as presented by Mercer Delta. The overlap of the three frameworks 
helped scope the research trajectory and, ultimately, influenced the decision to use the Four 
Drive Theory of Employee Motivation as the primary lens from which to view the problem. 
Thus, we investigate the tenets of performance management from various points of view 
within multiple sectors, to include for-profit, nonprofit, and military organizations. 
Specifically, we examine how performance management practices to align with the tenets 
of the Four Drive Theory to include topic categories of 1) Acquire & Achieve; 2) Bond & 
Belong; 3) Challenge & Comprehend and; 4) Define & Defend, in order to develop a 
holistic understanding of what performance management-based actions, events, systems, 






Findings indicate that retention is an output of talent acquisition and talent 
management systems and is heavily influenced by organizational culture. Moreover, 
retention issues are symptoms of a larger problem that requires a holistic solution and 
modernization of performance management practices. To effectively address retention 
issues, USASOC must thoroughly assess its talent acquisition and talent management 
systems and understand the impact of culture throughout. Retention issues are symptoms 
of a larger problem that requires a holistic solution—such as embracing a sociotechnical 
performance management system that incorporates a continuous 360 performance review 
process, data-driven methodology, multi-dimensional evaluations, updates to PME, and 
extending time in KD positions—to more completely evaluate leaders based on the 
Leadership Requirements Model.  
That said, there is no one-size-fits-all practice or solution to performance 
management; performance management is less about solving a problem and more about 
making a complicated problem a bit more manageable. Consequently, constant research 
into performance management and unceasing refinement of organizational practices are 
essential if an organization is to remain relevant given the fluidity of performance 
management as a strategic initiative. As such, USASOC can further enhance the 
performance and retention of its mid-career officers through additional research. 
RECOMMENDATIONS 
USASOC should embrace a sociotechnical performance management system to 
improve the performance and retention of its officers. Sociotechnical systems consider the 
interaction between the social and technological facets of an organization. Humans are 
more important than hardware; this first SOF truth still rings true even as technology 
becomes more ingrained in our daily lives and more of our attention becomes dedicated to 
using technology to solve problems.6 However, performance management is inherently a  
——————————— 
6 “SOF Truths,” USSOCOM, accessed October 22, 2020, https://www.socom.mil/about/sof-truths. 
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social activity. Although USASOC should rely more on technology to drive its 
performance management practices, it must acknowledge these tools’ limits and prioritize 
the social aspect. The development and implementation of a sociotechnical performance 
management system will improve individual performance and retention.  
USASOC can improve performance and officer retention in two ways, neither of 
which is highly disruptive nor requires the immediate application of technology. First, to 
improve individual and organizational performance, USASOC can enable depth (vs. 
breadth) in professional development by extending time in Key Development positions and 
creating specialized career tracks. Our research illuminated the advantages of extending 
time in middle management positions and placing the right people in the right positions. 
As such, USASOC and HRC should invest time and resources to better define and measure 
the unique knowledge, skills, and behaviors required to be successful in different duty 
positions. USASOC and HRC should also conduct further research to understand the 
opportunities in and obstacles to increasing O-4 level special forces command tours from 
12 to 24 months. Second, to improve retention, USASOC can offer more amenable 
financial incentives to special forces officers. Offering bonuses or S&I pay to special forces 
officers will improve retention, although additional financial incentives are unlikely to 
improve performance. 
To craft a sociotechnical performance management system unique to the demands 
of USASOC, we recommend a phased approach with three overlapping stages. Stages one 
and two focus on improving performance management systems to develop officers more 
effectively, while stage three scales the sociotechnical performance management system 
into broader talent management practices. Stage one can begin immediately and focuses 
on the social aspects of the sociotechnical systems by modernizing current processes and 
reframing performance management for integration with technology. Subsequently, stage 
two integrates technology into performance management processes, allowing for more 
rapid reinforcement of beneficial behaviors and priorities. Finally, stage three can be 
implemented in a scaled approach as technology is successfully applied to performance 
management practices. 
xxi 
The first step in our approach to embracing a sociotechnical performance 
management system is for USASOC to adopt a continuous 360 performance review 
methodology founded on the Leadership Requirements Model. The continuous 360 
performance reviews’ initial stages emphasize candid, constructive, and continuous 
communication between the rated officers and their rating chain. The 360-degree aspect of 
continuous 360 performance reviews expands upon the Army’s traditional counseling 
process—a two-way dialog between the rated officer and rating chain—to include valuable 
input from subordinates, peers, and superiors. The continuous 360 performance review 
process would promptly reinforce positive behaviors and priorities and identify low 
performing officers more rapidly for enrollment into performance improvement plans.  
To further build the sociotechnical performance management system, USASOC 
should improve upon its current exit survey process. The current performance management 
system places all high performers on a command track, which does not maximize the 
effectiveness of USASOC’s performance management system nor the performance of 
individual officers. Adoption of an encrypted username/password-enabled cellphone app 
would enable members of USASOC to provide instantaneous and continuous 360 
performance feedback as part of a longer-term resolution to performance management. 
The foundation of stage two is implementing data-driven methodology to enhance 
and facilitate the social aspect of performance management practices. A data-driven 
methodology brings a longer-term resolution to performance management and establishes 
guidelines for the adoption of technology. Collecting and analyzing the right balance of 
quantitative and qualitative data is key to scaling the effectiveness of the continuous 360 
performance review process. We recommend that USASOC conduct further studies to 
identify the desirable knowledge, skills, and behaviors by duty position to enable more 
effective job placement. The algorithm could identify trends in data that would allow for 
better performance evaluation by identifying high and unique performers whose files 
would be sent to a board for consideration for early promotion, broadening assignments, 
advanced education, or certain priority assignments. 
Stage three scales our modernized performance management system into the 
broader talent management system, specifically into the evaluation process. A system built 
xxii 
with the purpose of integrating social aspects with technical capabilities will drastically 
improve current evaluation processes. As the case studies highlight, many organizations 
are eliminating numerical ratings from performance management systems. Though a 
complete elimination of numerical ratings from OERs may not be a viable solution for the 
Department of the Army, it could take a more moderate approach by altering its evaluation 
methodology to take advantage of multi-dimensional ranking systems. Finally, since 
USASOC is composed of individuals who act as members of a team to achieve common 
objectives, raters and senior raters should be held responsible (to a degree) for failing to 
improve low performing officers and low performing teams. 
People management practices and technology are evolving rapidly; however, 
USASOC has been slow to welcome change and modernize its performance management 
practices. Applying the best performance management practices identified in for-profit, 
nonprofit, and military organizations, USASOC can improve the performance and 
retention of its officers. Prioritizing people and embracing a sociotechnical performance 
management system will ensure USASOC captures and keeps its competitive advantage—
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I. FOUNDATION OF THE STUDY 
General James McConville, United States Army Chief of Staff, stated on October 
15, 2019, during the Association of the U.S. Army’s Annual Meeting and Exposition, that 
“no matter how much technology we develop, Soldiers will always remain the centerpiece 
of our Army. We equip people, we don’t man equipment, and that philosophy will not 
change.”1 The U.S. Army’s structural and process characteristics mimic a sociotechnical 
system, of which the main premise is a mutual constitution between people and 
technology.2 To operate and compete militarily in today’s complex and multi-dimensional 
world, the U.S. Army must prioritize and aggressively pursue informational and 
technological advancements. The Commander of the United States Army Special 
Operations Command (USASOC), Lieutenant General (LTG) Francis Beaudette, stated in 
a 2020 Defense Media Network interview that, “to stay ahead of the enemy, [USASOC] 
must increase our advantage by providing the latest technology to our teams, 
unencumbered by expensive legacy systems and slow processes. We cannot expect success 
fighting tomorrow’s wars with yesterday’s technology.”3 Technology is a critical factor 
within the U.S. Army’s system; however, optimization of a sociotechnical system requires 
a “close association between the technological and the social systems of the organization.”4  
Thus, to maximize the benefits of its technological modernization, the U.S. Army 
must also maintain and continually refine a strategy concentrated on managing the unique 
skills of its people. Why? Because the U.S. Army is defined by the decisions and actions 
 
1 Michelle Tan, “McConville: People are Centerpiece of the Army,” Association of the United States 
Army, last modified October 15, 2019, https://www.ausa.org/news/mcconville-people-are-centerpiece-
army. 
2 Steve Sawyer and Mohammad Hossein Jarrahi, “The Sociotechnical Perspective,” in Information 
Systems and Information Technology, Volume 2 (Computing Handbook Set, Third Edition), ed. Heikki Topi 
and Allen Tucker (Boca Raton: Taylor and Francis, 2015),1, 
https://www.researchgate.net/publication/301777084_The_Sociotechnical_Perspective. 
3 Scott R. Gourley, “Interview with Lt. Gen. Francis M. Beaudette, Commander, U.S. Army Special 
Operations Command (USASOC),” Defense Media Network, last modified May 28, 2020, 
https://www.defensemedianetwork.com/stories/interview-lt-gen-francis-m-beaudette-commander-u-s-
army-special-operations-command-usasoc/. 
4 Sawyer and Jarrahi, “The Sociotechnical Perspective,” 7. 
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of its people, or soldiers. Given USASOC’s position as a subordinate command within the 
Army’s enterprise, it must adopt and implement talent management systems to ensure equal 
weight is given to both the technical and social aspects of its design.5 By prioritizing its 
people, USASOC will be better postured to both administratively and operationally meet 
its personnel, mission, and logistical requirements. 
A. DEFINING TALENT MANAGEMENT AND PERFORMANCE 
MANAGEMENT 
Talent management is an expansive idiom, with many associated definitions and 
strategic applications, many of them differing in their views, interpretations, and methods 
of implementation.6 The impacts of talent management practices vary from industry to 
industry, as well as within different workplaces as part of a specific industry, as outcomes 
or measurements rely heavily on the definition and use of talent management.7 Thus, a 
common interpretation of talent management is necessary for it to be conceptualized, 
researched, and applied throughout this thesis. In a general business context, talent 
management is based on four pillars synonymous with business human resource 
practices—sourcing, training, retention, and promotion—that enable an organization to 
maintain the right human capital to achieve its strategic goals.8 Furthermore, Silzer and 
Dowell define talent management as “an integrated set of processes, programs, and cultural 
norms in an organization designed and implemented to attract, develop, deploy, and retain 
talent to achieve strategic objectives and meet future business needs.”9 Therefore, talent 
management encompasses a multitude of tasks and aspects to link people and practices to 
strategy and results; performance management serves as one of those important functions. 
 
5 Sawyer and Jarrahi, “The Sociotechnical Perspective,” 8. 
6 Eddie Blass, Talent Management: Cases and Commentary (New York: Palgrave MacMillan, 2009), 
1. 
7 Blass, Talent Management: Cases and Commentary, 2. 
8 Diana Cleveland, “Talent Management vs. Performance Management,” EPAY Systems, last 
modified December 6, 2018, https://blog.epaysystems.com/talent-management-vs.-performance-
management. 
9 Rob Silzer and Ben Dowell, Strategy-Driven Talent Management: A Leadership Imperative (San 
Francisco: Josey Bass, 2010), 18. 
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Like talent management, finding a single or even commonly accepted definition of 
performance management is difficult. The definition of performance management has 
changed significantly since it first appeared as a concept, and it continues to evolve to 
match the iterative and evolving nature of performance management practices, human 
resources systems, and the business enterprise writ large.10 To direct research and analysis, 
this thesis defines performance management as a process, or series of activities, “designed 
to ensure that the organization gets the performance it needs from its employees.”11 In 
some contexts, performance management has become inaccurately synonymous with 
performance appraisal. Performance appraisal, however, is strictly the “process of 
determining how well employees do their jobs relative to a standard and communicating 
that information to them,” or the monitoring of employee performance.12 Thus, 
performance appraisal serves as one of many functions inherent to the systemic and 
expansive performance management process.13 Other functions commonly associated with 
performance management include defining measurable and achievable goals and 
expectations, developing employee’s capacity through proper assignment and training, 
providing candid and continuous feedback, and rewarding good performance.14 A well-
designed and implemented performance management system, continuously refined, 
enables an organization to make more effective the link between employees and 
organizational goals.15 Performance management systems facilitate countless 
contributions to an organization’s success, including an enhanced “motivation,  
 
 
10 Puja Lalwani, “What is Performance Management? Definition, Process, Cycle, and Best Practices 
for Planning,” HR Technologist, last modified May 16, 2019, 
https://www.hrtechnologist.com/articles/performance-management-hcm/what-is-performance-
management/. 
11 Robert L. Mathis et al., Human Resource Management, 15th ed. (Boston: Cengage Learning, 2015), 
364. 
12 Mathis et al., Human Resource Management, 364. 
13 Mathis et al., Human Resource Management, 364. 
14 Cleveland, “Talent Management vs. Performance Management.” 




commitment, and intentions to stay in the organization,” also known as retention.16 As 
such, leveraging performance management systems to retain the right type and number of 
people within the organization is an area of concentration of this thesis. 
B. USASOC’S EMPHASIS ON PERFORMANCE MANAGEMENT 
USASOC must make performance management a strategic priority to maintain 
relevance in an ever-changing geopolitical environment, both nationally and globally.17 
The 2018 National Defense Strategy advises that the United States “face [s] an ever more 
lethal and disruptive battlefield, combined across domains, and conducted at increasing 
speed and reach.”18 USASOC’s innovation efforts to modernize informational, 
technological, and tactical capabilities help address the organization’s necessity to adapt; 
however, it is USASOC’s human capital that will ensure it remains competitive. The 
USASOC Commander LTG Beaudette stated: “Our people have always been, and will 
remain, our competitive advantage.”19 Recognizing the potential negative impact the loss 
of valued personnel could have on the future of the organization, USASOC is prioritizing 
the execution of talent management, to include the subtask of performance management. 
Specifically, USASOC’s “Army Special Operations Forces Strategy,” published in 
October 2019, brought talent management into the mainstream under Line of Effort (LOE) 
1: People. More specifically, talent management is addressed within Objective 1.1: 21st 
Century Talent Management.20 This objective is further bifurcated into Intermediate 
Military Objectives (IMO) in the “USASOC EXORD to the ARSOF Strategy” published 
on January 6, 2020—IMO 1.1.1: Execute 21st Century Talent Management for Service  
 
 
16 Aguinis, Performance Management, 6–7. 
17 Blass, Talent Management: Cases and Commentary, 1. 
18 Department of Defense, Summary of the 2018 National Defense Strategy of the United States of 
America (Washington, DC: Department of Defense, 2018), 3, 
https://dod.defense.gov/Portals/1/Documents/pubs/2018-National-Defense-Strategy-Summary.pdf. 
19 Gourley, “Interview with Lt. Gen. Francis M. Beaudette, Commander, U.S. Army Special 
Operations Command (USASOC).” 
20 United States Army Special Operations Command, Army Special Operations Forces Strategy (Fort 
Bragg, NC: United States Army Special Operations Command, October 2019), 5. 
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Members and IMO 1.1.2: Execute 21st Century Talent Management for Civilians—focused 
on attracting and retaining Army Special Operations Forces (ARSOF) personnel to meet 
mission requirements.21 USASOC spends an enormous amount of time, money, and 
resources on the development of an ARSOF officer. For this reason, USASOC must 
improve its performance management practices to retain individuals identified to lead the 
organization in the future. A complete analysis of these practices is in Chapter II. 
C. RESEARCH QUESTION  
How can USASOC’s performance management practices be adapted to improve 
performance and retention, both quality and quantity, specifically of special forces officers 
following completion of pay grade O-3 key developmental (KD) positions, but before 
attending an Intermediate Level Education (ILE) course? 
D. PURPOSE STATEMENT 
The purpose of this thesis is to assess USASOC’s current and projected talent 
management systems to ensure it acquires, manages, and retains the right number and type 
of leaders. First, we define performance management within the construct of USASOC’s 
talent management practices and, subsequently, investigate the effectiveness of 
USASOC’s current and projected performance management systems. Specifically, we aim 
to investigate any strengths, weaknesses, or pitfalls surrounding multiple factors that 
commonly serve as inputs into performance management systems used by industry or other 
military organizations, and then compare the trends to USASOC’s performance 
management practices. At end state, the purpose of the thesis is to deliver improved 




21 Lawrence G. Ferguson, “USASOC EXORD to the ARSOF Strategy” (official memorandum, Fort 
Bragg, NC: United States Army Special Operations Command, 2020), 4–5. 
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E. NATURE OF THE STUDY 
The selected research methodology and design for this study was mixed method 
research, combining qualitative and quantitative data. Independently, qualitative and 
quantitative research provide different types of information—open-ended and close-ended, 
respectively. Thus, by integrating the two forms of data, we sought to “develop a stronger 
understanding of the research problem and question.”22 
First, we conducted qualitative analysis through a case study comparison by 
examining the relationship between the input of various personnel management factors and 
the output of personnel performance and retention while using performance management 
as a means to provide transparency throughout the process. We chose a qualitative 
approach as it facilitated the exploration and identification of best practices, challenges, 
and pitfalls inherent to multiple performance management processes in corporate (for-
profit), nonprofit, and military organizations. In short, qualitative research, more 
specifically case study comparison, enabled us to analyze performance management in a 
realistic framework that “cannot be experienced in numerical data and statistical 
analysis.”23 Qualitative research also increased flexibility in the manner in which we 
collected the data, conducted analysis, and interpreted the data.24 Lastly, the variety of 
cases from multiple sectors provided a holistic view of performance management by 
interacting with the cases “in their own language and on their own terms.”25 Further, as 
there are no exact equivalents within the civilian or military sectors, case studies were 
 
22 John W. Creswell and J. David Creswell, Research Design: Qualitative, Quantitative, and Mixed 
Methods Approaches, 5th ed. (Los Angeles: SAGE Publications, 2017), 213. 
23 Alexi V. Matveev, “The Advantages of Employing Quantitative and Qualitative Methods in 
Intercultural Research: Practical Implications from the Study of the Perceptions of Intercultural 
Communication Competence by American and Russian Managers,” Theory of Communication and Applied 
Communication 1 (2002), http://russcomm.ru/eng/rca_biblio/m/matveev01_eng.shtml. 
24Matveev, “The Advantages of Employing Quantitative and Qualitative Methods in Intercultural 
Research: Practical Implications from the Study of the Perceptions of Intercultural Communication 
Competence by American and Russian Managers.” 
25 Matveev, “The Advantages of Employing Quantitative and Qualitative Methods in Intercultural 
Research: Practical Implications from the Study of the Perceptions of Intercultural Communication 
Competence by American and Russian Managers.” 
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selected based on organizational characteristics and processes that reflect aspects of 
USASOC’s unique organizational structure and behavior, as follows:  
• For-profit organizations: 
• General Electric Company (GE) is a global American company 
that mirrors USASOC in size, scale, and international reach. 
• At Amazon, like the work at USASOC, the nature of the work is 
challenging. 
• Adobe, comparable to USASOC as a large organization with global 
interests, is one of the largest and most diversified software 
companies in the world. 
• Nonprofit organizations: 
• The International Committee of the Red Cross (ICRC) and the 
International Federation of Red Cross and Red Crescent Societies’ 
(IFRC) given that their global presence, robust organizational 
structure, and impact makes them ideal institutions for comparison 
to USASOC. 
• Amnesty International, like USASOC, maintains a worldwide 
presence and dedicates itself to protecting humanity and human 
rights. 
• Military organizations: 
• Naval Special Warfare (NSW), a sister component of USASOC 
within the United States Special Operations Command 
(USSOCOM), which is a comparable organization given its global 
focus and responsibility, similar personnel and capability 
constructs, and shared special operations core activities. 
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• U.S. Army Aviation Branch, similar to USASOC, is an 
organization that is in high demand, which experiences a high 
operational tempo, abstains from lateral entry due to the technical 
proficiency related to the job, and invests considerably in the 
development of its employees. 
• The British Army is similar to USASOC, given its global focus and 
scope, recognition as a purpose-driven organization, and status as a 
U.S. ally and partner. 
In addition to the specifics above, each organization studied also shares two common 
attributes: 1) Global, which requires decentralized execution; and 2) Purpose-driven, with 
a clearly defined strategic end state.  
Secondly, we performed quantitative analysis by way of survey research. Survey 
research is “the collection of information for a sample of individuals through their 
responses to questions [which] allows for a variety of methods to recruit participants, 
collect data, and utilize various methods of instrumentation.”26 To this end, we distributed 
a 26-predetermined question survey to active-duty special forces officers from year groups 
2005 to 2014. The complete survey can be referenced in Appendix A. In total, we recruited 
989 special forces officers to conduct the survey and, subsequently, we received 236 
responses—a 23.8% participation return. The sampling design was stratified, as responses 
could be divided into categories such as year group and organizational membership. Given 
the research’s interest in trends and less on specific responses, the sample was 
representative of the special forces O-4 population, as reflected by the number of 
respondents per year group and per organization. Table 1 shows the number of survey 




26 Julie Ponto, “Understanding and Evaluating Survey Research,” Journal of the Advanced 




Table 1. Survey Respondents by Year Group 
Year Group Number of Respondents Percentage 
2005 15 6.41% 
2006 25 10.68% 
2007 16 6.84% 
2008 21 8.97% 
2009 25 10.68% 
2010 23 9.83% 
2011 32 13.68% 
2012 31 13.25% 
2013 24 10.26% 
2014 20 8.55% 
No answer 2 0.85% 
 
The percentages highlighted in Table 1 not only alleviated the concern of over-
representation or under-representation from any specific year group, but also revealed 
representation for each sub-population year group from the larger pool. In addition, survey 
respondents are currently serving or have served within subordinate units or assignments 









Table 2. Survey Respondents by Organization 
Organization Number of Respondents Percentage 
1st SFG(A) 39 16.67% 
3rd SFG(A) 54 23.08% 
5th SFG(A) 36 15.38% 
7th SFG(A) 46 19.66% 
10th SFG(A) 53 22.65% 
SWCS 31 13.25% 
NTC 3 1.28% 
JRTC 10 4.27% 
Other 21 8.97% 
The percentage column totals 125.21%, as many of the respondents are currently serving or have 
served in multiple organizations. 
 
As seen in Table 2, the respondents represent a wide array of organizations within 
the USASOC enterprise. This survey research facilitated data collection and statistical 
analysis to identify trends among special forces officers’ motivations and satisfaction with 
USASOC’s performance management practices, while minimizing researcher subjectivity. 
Additionally, it increased the reliability of our conclusions as data was collected from 
respondents representing the larger pool of mid-career special forces officers.27  
As Loquercio, Hammersley, and Emmens state: “Only once the situation has been 
analyzed can a strategy be developed that meets the specific needs of the agency.”28 
Likewise, we chose a mixed methods approach because of the research methods’ strength 
“of drawing on both qualitative and quantitative research and minimizing the limitations 
 
27 Matveev, “The Advantages of Employing Quantitative and Qualitative Methods in Intercultural 
Research: Practical Implications from the Study of the Perceptions of Intercultural Communication 
Competence by American and Russian Managers.” 
28 David Loquercio, Mark Hammersley, and Ben Emmens, Understanding and Addressing Staff 




of both approaches.”29 The subsequent comparison of trends and themes identified within 
the case studies, coupled with the survey responses enabled a more holistic and 
comprehensive exploration and understanding of the effectiveness of both USASOC’s 
current and future processes. 
F. CONCEPTUAL FRAMEWORK 
An understanding of several central constructs of organizational theory and design, 
as well as human resources practices, complemented and brought additional light to the 
idea that people matter and are a vital part of achieving organizational success. Retired 
U.S. Army Colonel George E. Reed said, “Leaders at all levels should, therefore, be alert 
to systems that drive human behavior immaterial to organizational effectiveness. Arguably, 
military organizations placing a premium on tradition and standardization are predisposed 
to goal displacement. We need leaders, therefore, who can see both the parts and the big 
picture.”30 As such, to first identify how systems fit into the “big picture” of organizational 
design, the thesis examines people in the context of human resource management, Jay 
Galbraith’s Star Model, and the Congruence Model as presented by Mercer Delta. The 
overlap of the three frameworks helped scope the research trajectory and, ultimately, 
influenced the decision to use the Four Drive Theory of Employee Motivation as the 
primary lens from which to view the problem. 
An initial exploration of the subject of human resource management (HRM) 
ensured the research was grounded in the broader academic discipline of how businesses 
approach investment in human capital, with particular attention paid to Beer, Boselie, and 
Brewster’s “Harvard Model” and the Fombrun et al. “Michigan Model.”31 The Harvard 
Model highlights a human resource territory that progresses through actions associated 
 
29 Creswell and Creswell, Research Design: Qualitative, Quantitative, and Mixed Methods 
Approaches, 216. 
30 George E. Reed, “Both the Parts and Whole: Leadership and Systems Thinking,” Systems Thinker, 
last modified January 17, 2016, https://thesystemsthinker.com/both-the-parts-and-whole-leadership-and-
systems-thinking/. 
31 Michael Beer, Paul Boselie, and Chris Brewster, “Back to the Future: Implications for the Field of 
HRM of the Multistakeholder Perspective Proposed 30 Years Ago,” Human Resource Management 54, no. 
3 (May–June 2015): 428. 
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with HRM policy choices, HR outcomes, and long-term consequences, all while being 
influenced by stakeholder interests and environmental, external, and situational factors.32 
The Michigan Model focuses on short-term actions and consequences as part of a cycle, 
which includes factors such as selection, performance, appraisal, rewards, and 
development.33 The initial study of HRM helped shape this research’s trajectory, as it 
highlighted a requirement to pay particular attention to both short- and long-term policies 
focused on human resources, rewards, and work systems; job placement and development 
in pursuit of competent, committed employees; and how HRM practices can be leveraged 
to affect retention and employee and societal well-being.34 
Subsequently, Jay Galbraith’s Star Model supports an understanding of the 
organizational design elements that influence performance and culture, and when coupled 
with other models, assists with the development of performance management practices. It 
serves as a foundational framework, as he apportions the elements of organizational design 
into five categories: strategy, structure, processes, rewards, and people.35 However, given 
the thesis’s focus on performance management, not structure, an emphasis was placed on 
the levers of processes, rewards, and, most importantly, people. According to Galbraith, 
strategy serves as the basis of organizational design as it determines direction and, 
ultimately, how to best organize and leverage the remaining four points of the star. A clear 
strategy provides defined goals, which in turn underscores the capabilities that an 
organization and its people need.36 Galbraith’s process element focuses specifically on 
management processes and how to knit people together through properly designed and 
 
32 Beer, Boselie, and Brewster, “Back to the Future: Implications for the Field of HRM of the 
Multistakeholder Perspective Proposed 30 Years Ago,” 428. 
33 Beer, Boselie, and Brewster, “Back to the Future: Implications for the Field of HRM of the 
Multistakeholder Perspective Proposed 30 Years Ago,” 429. 
34 Beer, Boselie, and Brewster, “Back to the Future: Implications for the Field of HRM of the 
Multistakeholder Perspective Proposed 30 Years Ago,” 435. 
35 Jay R. Galbraith, “The Star Model,” Jay Galbraith, accessed June 10, 2020, 1, 
https://www.jaygalbraith.com/images/pdfs/StarModel.pdf. 




integrated systems.37 The aspect of rewards underscores the importance of incentives that 
guide behavior to reach organizational goals while maximizing individual performance, so 
long as they are consistent and fair.38 Finally, Galbraith’s conceptualization of people 
emphasizes the requirement for policies of “recruiting, selection, rotation, training, and 
development.”39 
The Congruence Model presented by Mercer-Delta is a process-focused model, or 
roadmap, as opposed to Galbraith’s concept-centric model. As a result, the Congruence 
and Star Models, when paired, complement each other. In basic terms, the Congruence 
Model centers around a systems model to include inputs, a process, and outputs, with 
follow-on feedback, making it an iterative process.40 The model further outlines each 
element of the process: inputs include the environment, resources, and history; processes 
are based on work, people who perform the work, organizational arrangements that provide 
the structure and direction, and informal elements such as culture or operating 
environment; and outputs concentrate on the system, a unit of measurement, or an 
individual.41  
With the basic tenets and overlapping trends of human resource management, 
Galbraith’s Star Model, and the Mercer-Delta Congruence Model in mind, we then sought 
out a pre-existing theory to help focus our mixed method research, ultimately choosing, 
the Four Drive Theory of Employee Motivation. 
G. FOUR DRIVE THEORY LITERATURE REVIEW 
During the literature review, we sought to understand the tenets of performance 
management from various points of view within multiple sectors to include for-profit, 
nonprofit, and military organizations, which was in line with the qualitative case study 
 
37 Kates Kesler, “What is Organizational Design?” 
38 Kates Kesler, “What is Organizational Design?” 
39 Galbraith, “The Star Model,” 4. 
40 Mercer Delta, The Congruence Model: A Roadmap for Understanding Organizational Performance 
(Boston: Mercer Delta Consulting LLC, 1998), 3. 




comparison method. We further structured the literature review of performance 
management practices to align with the tenets of the Four Drive Theory to include topic 
categories of 1) Acquire & Achieve; 2) Bond & Belong; 3) Challenge & Comprehend and; 
4) Define & Defend, in order to develop a holistic understanding of what performance 
management-based actions, events, systems, or resources influence the motivation, 
engagement, performance, and retention of employees. The Four Drive Theory topic 
categories and definitions are as follows: 
1. Acquire & Achieve focuses on the drive to take and keep objects, 
experiences, status, or promotion.42  
2. Bond & Belong emphasizes trust, relationships, and mentorship “that 
often provide but are not limited to mutual benefit.”43  
3. Challenge & Comprehend concentrates on jobs that are distinct, important, 
and meaningful as they contribute to both personal development and 
organizational problem-solving.44  
4. Define & Defend is the drive to protect what we need or value through 
transparent and fair practices.45  
The study of existing literature also highlighted numerous other contributors that 
shape performance management, and these levers fall into four main categories: Incentives, 
Rewards, and Recognition; Supervisor Support and Mentorship; Career Development and 
Job Placement; and Performance Management Processes. The thesis mirrored the 
performance management levers with the tenets of the Four Drive Theory to further 
structure research efforts: 1) Acquire & Achieve (Incentives, Rewards, and Recognition); 
2) Bond & Belong (Supervisor Support and Mentorship); 3) Challenge & Comprehend  
 
 
42 Steven L. McShane and Mary Ann Von Glinow, Organizational Behavior, 5th ed. (New York: 
McGraw-Hill/Irwin, 2010), 140, Yumpu. 
43 McShane and Von Glinow, Organizational Behavior, 140. 
44 McShane and Von Glinow, Organizational Behavior, 140. 
45 McShane and Von Glinow, Organizational Behavior, 140. 
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(Career Development and Job Placement); 4) Define & Defend (Performance Management 
Processes). Given the inclusive nature of the Define & Defend drive and its ability to 
influence the other three drives, the thesis leveraged the Define & Defend drive as a process 
to control the other three variables. Therefore, Define & Defend was not selected as an 
input. Instead, it served as the process to amplify and protect the positive and negative 
effects the other inputs can have on the retention of personnel.  
1. Input #1: Drive: Acquire & Achieve; Primary Lever: Incentives, 
Rewards, and Recognition 
The first system input, Acquire & Achieve, focuses on the use of reward systems 
to differentiate between good and poor performers and subsequently tie rewards to 
performance. Studies demonstrate inconsistencies with the effectiveness of using rewards, 
incentives, and recognition to motivate employees. Following a review of American public 
administration practices with a focus on the role of “external incentives and organizational 
climate in the development of performance management values,” some evidence indicated 
that incentives have little impact on the likeliness that an employee adopts behaviors and 
priorities that are beneficial to the organization.46 Research also indicates that 
organizations “can develop into meritocracies by implementing merit-based evaluation and 
reward systems that have both accountability and transparency.”47 Similarly, Okioga 
studied the influence of reward systems—promotion, increment in salary, and proper 
training—on employee retention in Kenyan industries, and he found that rewards greatly 
influence an individual’s decision to remain and work within a specific system.48 In the 
military, however, pay raises are given based on seniority or distributed as blanked pay 
raises, regardless of performance. Industry has slowly replaced this antiquated model of  
 
 
46 Katharine N. Destler, “Creating a Performance Culture: Incentives, Climate, and Organizational 
Change,” American Review of Public Administration 46, no. 2 (October 2014): 201–225, 
https://doi.org/10.1177/0275074014545381. 
47 Emilio J. Castilla, “Achieving Meritocracy in the Workplace,” MIT Sloan Management Review 57, 
no. 4 (June 2016): 35–41. 
48 Charles K. Okioga, “The Contribution of a Developed Reward System on Employee Retention: A 




talent management with modern performance management practices. Thus, studies 
indicate that reward systems can be effective in certain situations depending on factors 
such as the geopolitical landscape or a competitor’s programs; however, research also 
highlights in purpose-driven organizations, incentives may have minimal influence on 
performance management.  
2. Input #2: Drive: Bond & Belong; Primary Lever: Supervisor Support, 
and Mentorship 
The drive to Bond & Belong, the second input, places exposure on the importance 
of supervisor support and mentorship in fostering a culture grounded in trust, mutual 
reliance, collaboration, and ownership. It is well-known that individuals, like mentors, can 
positively impact their organization; however, the culture (comprised of social systems) of 
an organization will always be stronger than the individual. As argued by Todd Warner, 
“organizations domesticate people—they condition people to work in certain ways, and 
they inadvertently perpetuate the status quo. People get tagged as ‘talented’ when they fit 
in (or pretend to). This ends up exacerbating conformity and fear, and perpetuating the very 
problems that the CEO is hoping to solve.”49 Likewise, a study by the University of 
Colorado Boulder identified mentorship as a significant influencer of performance 
management in the military; however, the study also highlighted that many company-grade 
special forces officers believe mentorship is an issue in the U.S. Army Special Forces 
Command. In addition, according to a 2019 survey conducted by H4D, special forces 
officers are not satisfied with the mentorship they received while at a Special Forces Group, 
with a stunning zero percent of the surveyed population believing that USASOC is 
retaining its highest quality officers.50 Therefore, across industries and the military, it is 
suggested that real change requires the understanding of three quandaries within talent 
management: 1) Talent management systems are tribal; 2) Talent management systems 
 
49 Todd Warner, “3 Reasons Why Talent Management Isn’t Working Anymore,” Harvard Business 
Review, last modified July 5, 2016, https://hbr.org/2016/07/3-reasons-why-talent-management-isnt-
working-anymore. 
50 Dan Warner et al., The Future of U.S. Army Special Forces Talent Management (Colorado: 
University of Colorado Boulder, 2019). 
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reward compliance, not creativity; 3) Talent management systems ignore context.51 
Moreover, The Journal of Applied Business Research published a study in 2015 that 
concluded that there is a causal relationship between an employee’s perception of 
organizational support and perception of supervisor support to their intention to quit. 
Industry is identifying a link between its perceived value and investment in its employees 
and a supervisor’s interest in the well-being and fair treatment of their employees to the 
development and retention of its human capital.52 
3. Input #3: Drive: Challenge & Comprehend; Primary Lever: Career 
Development and Job Placement 
The third input, Challenge & Comprehend, centers around the idea that placing the 
right person in the right job is vital to any organization’s success, and likewise impacts an 
individual’s and the organization’s performance management potential. For example, in 
his analysis of the U.S. military’s talent management practices, Tim Kane thoroughly 
examines the U.S. Army’s personnel system (Human Resources Command) and its 
antiquated personnel management policies, ultimately offering solutions for retaining 
officers, which include the requirement for increased attention on proper career 
development and job placement practices.53 Likewise, De Boeck, Meyers, and Dries’ 
additional analyses of corporate talent management practices reveals two significant 
assumptions that drive the talent management debate. Assumption #1: Talent management 
“leads to positive outcomes in employees identified as talents,” and #2: Talent management 
“creates differences between talents and employees not identified as talents.”54 The 
analysis supports both assumptions. This highlights that when properly implemented, talent 
management practices can improve cognitive, affective, and behavioral reactions, 
 
51 Todd Warner, “3 Reasons Why Talent Management Isn’t Working Anymore.”. 
52 Liesel Du Plessis et al., “The Management Side of Talent: Causal Implications for The Retention of 
Generation Y Employees,” The Journal of Applied Business Research 31, no. 5 (September/October 2015), 
https://clutejournals.com/index.php/JABR/article/download/9390/9491/. 
53 Tim Kane, Bleeding Talent: How the U.S. Military Mismanages Great Leaders and Why It’s Time 
for a Revolution, 2013 ed. (New York: Palgrave Macmillan, 2013). 
54 Giverny De Boeck, Maria C. Meyers, and Nicky Dries, “Employee Reactions to Talent 
Management: Assumptions versus Evidence,” Journal of Organizational Behavior 39, no. 2 (February 
2018): 199–213, https://doi.org/10.1002/job.2254 
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consequently leading to increased performance and retention rates. Also, Sohail et al.’s 
study of Pakistani corporations confirmed that career path is the most critical aspect in both 
performance management and retention; thus, it requires attention by businesses to retain 
top talent.55 In addition, Colarusso and Lyle argue that restructuring the Army’s talent 
management practices would require that it develop individual career paths alternate to the 
“command track,” investing in educational/broadening opportunities; improve succession 
planning, and extending tours of duty in certain positions. According to Colarusso and 
Lyle, these assertions argue five larger points:  
1. Senior leaders arrive at upper echelon managerial positions lacking more 
diverse skill sets. 
2. Officers avoid non-command assignments as they are frowned upon for 
adequately assessing promotion potential.  
3. The Army relies too heavily on corporate universities for formal 
development. It should invest more heavily in non-standard higher 
education to develop better critical thinkers with a more rounded 
perspective.  
4. Place the right person in the job, regardless of who is on the right 
“timeline” for the job.  
5. Military jobs live in transition. Allow adequate time for an individual to 
arrive, learn their job, then do their job efficiently before they are moved 
to the next position.56  
Given this evidence, it is clear that the development and implementation of a performance 
management strategy must focus on proper training and job placement.  
 
55 Nadeem Sohail et al., “Losing Your Best Talent: Employee Retention the Dilemma of Textile 
Industry,” Interdisciplinary Journal of Contemporary Research in Business 3, no. 8 (December 2011), 903, 
https://journal-archieves13.webs.com/896-906.pdf. 
56 Michael J. Colarusso and Davis S. Lyle, Senior Officer Talent Management: Fostering Institutional 
Adaptability Senior Officer Talent Management (Pennsylvania: United States Army War College Press, 
2014), 172–175, https://publications.armywarcollege.edu/pubs/2260.pdf. 
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4. New Approach: Adaptation of Modern Talent Management Systems to 
Address the Uniqueness of Performance Management Practices 
Despite the preceding studies, not all researchers agree that current performance 
management practices are relevant; therefore, many companies are attempting to design 
and implement their own innovative performance management practices to meet 
everchanging organizational demands. The work environment for many organizations, 
especially the U.S. military, is global and everchanging; therefore, performance 
management practices must adapt at the speed of relevance. For example, the bipartisan 
think tank CNAS recently produced a congressionally mandated study requiring “an 
assessment of the geopolitical conditions in the Indo-Pacific region that are necessary for 
the successful implementation of the National Defense Strategy.” According to the study, 
competing in the following “domains requires serious talent management strategies with 
commensurate investments in human capital: technological advantage is a key driver of 
economic and military power; economic influence shapes decisions on politics and 
security; diplomacy reinforces military alliances and partnerships; the information 
environment shapes perceptions of relative power.”57  
This is especially important to the research conducted as part of this thesis, as the 
U.S. Army has not implemented major talent management reforms since the end of WWII, 
and has made only minor changes stemming from the 1986 Goldwater-Nichols Act. The 
issue is made more urgent as society’s values are shifting rapidly during the information 
age, thus, necessitating the military swiftly, yet smartly, adjust its approach to institutional 
practices.58 As highlighted in various studies, systems and ideas that work now may not 
work well or at all in the future—examples include the drastic decline in relevance for 
companies such as Xerox and Kodak.59 
 
57 Ely Ratner et al., “Rising to the China Challenge: Renewing American Competitiveness in the Indo 
Pacific,” CNAS (December 2019), 49, https://s3.amazonaws.com/files.cnas.org/documents/CNAS-Report-
NDAA-final-6.pdf?mtime=20200116130752. 
58 Colarusso and Lyle, Senior Officer Talent Management: Fostering Institutional Adaptability Senior 
Officer Talent Management, 18. 
59 Tim Harford, “Why Big Companies Squander Good Ideas,” The Financial Times, last modified 
September 5, 2018, https://www.ft.com/content/3c1ab748-b09b-11e8-8d14-6f049d06439c. 
 
20 
5. Way Forward 
Following a comprehensive evaluation of the scholarly literature with regard to 
three inputs that greatly influence performance management practices, we put them into a 
basic systems model to capture their interaction with the entire process. As such, the model 
included the following inputs, transformational process, and desired strategic output. 
• Inputs: 1) Acquire & Achieve (Incentives, Rewards, and Recognition); 2) 
Bond & Belong (Supervisor Support and Mentorship); and 3) Challenge & 
Comprehend (Career Development and Job Placement) 
• Process: Define & Defend (Performance Management Processes) 
• Outputs: 1) Performance; 2) Retention (Quality); and 3) Retention 
(Quantity)  
We applied this systems model in support of our mixed method research. 
H. OVERVIEW OF REMAINING CHAPTERS 
Chapter I sets the foundation for this thesis by providing a review of professional 
and academic literature relevant to performance management practices. Chapter II provides 
an overview of the U.S. Army’s talent management practices from the Officer Personnel 
Act of 1947 to the present. Additionally, in Chapter II, specific attention is paid to 
USASOC’s current and projected performance management practices. In Chapters III–V, 
we conduct qualitative research and analysis with regard to performance management 
practices inherent to multiple for-profit (Chapter III), nonprofit (Chapter IV), and other 
military (Chapter V) organizations to identify performance management best practices, 
challenges, and pitfalls. In Chapter VI, we couple the findings and trends from our 
qualitative research in Chapters III–V, with the quantitative survey data garnered from 
special forces officers. This serves as a framework to further examine the effectiveness of 
USASOC’s current performance management practices, while also establishing parameters 
to explore the strength and appropriateness of its future human capital strategies. Lastly, in 




mind, we prioritize existing performance management practices, identify the requirement 
for the creation of new practices, or apply a hybrid of sorts, to better inform the current and 
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II. CURRENT DOD PERFORMANCE MANAGEMENT 
PRACTICES 
Assessing USASOC’s performance management practices requires a broad 
understanding of its strategy and history. According to the Mercer-Delta Congruence 
Model, input analysis is a critical step in understanding the function and output of a system. 
Particularly in large, longstanding organizations, history is an influential input. Past 
behaviors, activities, and effectiveness impact current strategic decisions, core values, and 
norms.60 Within the conceptual framework described in Chapter I, strategy is the 
foundation for culture and the starting point to begin defining the capabilities that an 
organization and its people need to achieve organizational goals.61 The U.S. Army’s 
people strategy has been heavily influenced by three major Acts of Congress, which have 
established parameters and heavily influenced the Army’s people strategy: the 1947 Officer 
Personnel Act (OPA), the Officer Grade Limitation Act (OGLA) of 1954, and the Defense 
Officer Personnel Management Act (DOPMA) of 1980. Other initiatives, including many 
recent efforts by the Army’s Talent Management Task Force, have begun to reshape long-
standing processes of recruiting, selection, training, development, and job succession.62 
Due to the rapidly evolving personnel demands of the information era, the Army’s 
antiquated personnel practices and data poor environment have put the Army at a 
competitive disadvantage when it comes to understanding and making decisions about its 
people.63 To modernize the Army’s talent management practices, Congress passed the 
2019 National Defense Authorization Act (NDAA) which grants the Army new authorities 
 
60 Mercer Delta, The Congruence Model: A Roadmap for Understanding Organizational 
Performance, 4. 
61 Kates Kesler, “What is Organizational Design?” 
62 U.S. Army, U.S. Army Talent Management Strategy: Force 2025 and Beyond (Washington, DC: 
Department of the Army, 2016), https://talent.army.mil/wp-
content/uploads/pdf_uploads/PUBLICATIONS/Army%20Talent%20Management%20Strategy%2C%20Fo
rce%202025%20and%20Beyond.pdf. 
63 U.S. Army, U.S. Army Talent Management Strategy: Force 2025 and Beyond. 
 
24 
to improve its talent management system.64 This chapter summarizes the history of the 
Army’s personnel management system and concludes with a description of current 
performance management practices.  
A. OFFICER PERSONNEL ACT OF 1947 AND OFFICER GRADE 
LIMITATION ACT OF 1954 
The roots of the Army’s talent management system have been in place since the 
implementation of the 1947 OPA.65 Upon conclusion of World War II, Congress passed a 
series of Acts to merge the War Department and Navy Department into its current 
construct—the Department of Defense (DoD).66 With the Army and Navy consolidated 
under a single entity, the DoD commenced the arduous task of crafting and implementing 
new policies. OPA and OGLA allowed Congress to address three concerns during this 
period. First, they established uniformity among the services in the newly established DoD. 
Second, they were designed to maintain a youthful officer corp. And third, they allowed 
the military the ability to quickly scale in size and rapidly mobilize in the event of major 
combat operations.67  
Under OPA, new personnel management practices eliminated the seniority-based 
promotion system and implemented a more merit-based system—resulting in the up-or-out 
framework that exists today.68 Personnel management practices during the period between 
WWI and WWII resulted in an aging War Department, lacking youthful energy and 
aspiration. Prior to WWII, the War Department was composed of an excess of mid-career 
 
64 John S. McCain National Defense Authorization Act of 2019, Pub. L. No. 115–232, 132 Stat. 1736, 
(2018). https: //www.congress.gov/bill/115th-congress/house-bill/5515/text. 
65 Officer Personnel Act of 1947, Pub. L. No. 381, 883 Stat 61, (1947). 
https://www.law.cornell.edu/topn/officer_ personnel_act_of_1947.  
66 Reforming the American Military Officer Personnel System: Testimony before the Committee on 
Armed Services United States Senate (December 2, 2015) (statement of Bernard D. Rostker, RAND 
Corporation), https://www.armed-services.senate.gov/imo/media/doc/Rostker_12-02-15.pdf. 
67 Thurman C.C. McKenzie, The Defense Officer Personnel Management Act —the Army’s Challenge 
to Contemporary Officer Management (Fort Leavenworth, KS: School of Advanced Military Studies, 
United States Army Command and General Staff College, 2011), 6, 
https://apps.dtic.mil/sti/pdfs/ADA545125.pdf. 
68 Albert A. Robbert et al., Officer Career Management (Santa Monica, CA: RAND Corporation, 
2019) 2, https://www.rand.org/content/dam/rand/pubs/monographreports/MR470/mr470.ch1.pdf. 
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officers, obstructing the progression of officers better qualified for promotion.69 Stagnated 
promotions across the board led to a lack of professional development and an aging force 
as officers would routinely spend years serving in various positions at the same rank. 
Congress enacted the OPA to ensure that the Army never entered a conflict with an excess 
of field-grade officers impeding the promotion of more capable individuals as it 
inadvertently did preceding the second World War.70 From 1945 to 1950, the officer-to-
enlisted ratio more than doubled.71 In 1954, Congress passed OGLA, to limit the number 
of officers at and above the field-grade level. The OGLA constrained the swelling number 
of officers, further instilling the impact of the up-or-out framework. The up-or-out 
framework requires military officers to attend promotion boards throughout their career. 
Officers who are selected at the promotion board move up, while those who remain 
unselected are involuntarily removed from service. This promotion system worked well to 
address Congressional concerns; however, it has also resulted in inflexible career paths and 
structural rigidity that prevents the Army from capitalizing on the potential of its human 
performance.72 
Today’s solutions, however, are tomorrow’s problems. As unintended results of the 
OPA and OGLA, the officer management system evolved into a rigid, time-driven career 
progression model that emphasized “identifying and selecting a small pool of leaders for 
successively higher levels of command.”73 The OPA led to a command-centric culture in 
which military officers value command positions above all else; command positions 
became key crucibles where the success or failure of an officer would determine career 
 
69 Robbert et al., Officer Career Management, 2. 
70 Colarusso and Lyle, Senior Officer Talent Management: Fostering Institutional Adaptability Senior 
Officer Talent Management. 
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advancement opportunities.74 Although the framework created by OPA and OGLA 
succeeds at selecting officers for command positions, it fails to holistically consider the 
full spectrum of an individual’s talents. The framework received one major overhaul under 
DOPMA in 1980 which remains in effect today.75 
B. DEFENSE OFFICER PERSONNEL MANAGEMENT ACT OF 1980 
DOPMA enacted a standardized promotion structure, uniformed career lengths 
(retirement option at 20 years with mandatory retirement at 30 years for O-6 and below), 
and capped the number of senior officers in proportion to overall force end strength.76 The 
Act, passed in 1980, continued a modified version of similar officer management policies 
by combining many of the provisions from its legislative predecessors, OPA and OGLA. 
Thus, USASOC’s current talent management practices have been in place for roughly 40 
years.  
DOPMA grants officers three promotion opportunities and assigns them to a cohort 
(year group) based on their date of commission. They attend selection boards with their 
cohorts where a select few officers are promoted ahead of peers and into another cohort—
a below zone promotion.77 Most officers are promoted with their cohort in their primary 
zone and are considered “due course.” Of note, DOPMA establishes promotion goals; 
however, the DoD can elect to exceed those goals to fill officer shortages.78 DOPMA also 
uses a combination of cohort merit promotions (promoting all qualified officers) and 
individual merit promotions (selecting and promoting only the best qualified officers).79 
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Officers not promoted in their primary zone attend the subsequent promotion board as an 
above zone candidate. DOPMA requires that “officers twice passed over for promotion 
would, after a certain number of years, depending upon their particular grade, be separated 
from active service and, if eligible, be retired.”80 However, in practice, many officers are 
granted an exception to continue service in their grade until retirement but remain ineligible 
for promotion.  
DOPMA also provided clearly defined timelines and predictability to officers 
regarding when they would be considered for promotion. According to one RAND study, 
“DOPMA recommended, but did not make statutory, minimum promotion opportunities 
for each of the officer field grades and offered guidelines for when an officer should be 
able to pin on the next higher grade.” 81 Though not mandated by DOPMA, strict 
promotion timelines are prevalent throughout the DoD’s human resources systems. 
Although DOPMA achieved several goals, preferences of the workforce are changing, and 
the lack of flexibility in talent management is detrimental to the Army’s personnel 
practices. The current time-driven career model allows for little flexibility in an 
individual’s career management, contributing to excessive Permanent Changes of Station 
(PCS) and poor retention.82 When the DoD decided to standardize the retirement option at 
20 years in service, it believed that most career officers would choose to serve for close to 
30 years; however, the average officer retires at approximately 24 years of service, leaving 
many of the officers’ best and most productive working years on the table.83 
Overall, DOPMA continued efforts of OPA and OGLA to synchronize personnel 
management practices within the DoD and still maintained the up-or-out system. 
According to Mercer Delta, it is impossible to realize an organization’s current and 
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potential capacity without an understanding of the events that shaped it over time.84 
Although an incomplete history, an appreciation of 1947 OPA, 1954 OGLA, and 1980 
DOPMA provide historical context needed to understand the framework of USASOC’s 
performance management practices. These historical Acts influenced Congress’ most 
recent process amendments, included in the 2019 NDAA.  
C. 2019 NATIONAL DEFENSE AUTHORIZATION ACT 
The 2019 NDAA is a comprehensive reform of the officer management system; 
however, it is not a major strategy change. The Act focuses on people, rewards, and 
processes by granting additional authorities and guidance to the Army, creating flexibility 
in its talent management system. The Army is using these new authorities to create a 
modern “system to acquire, develop, employ, and retain the best offices for the future.”85 
The characteristics of the new talent-based system are still evolving, but several initiatives 
are already underway. These new initiatives are designed to modernize the Army’s talent 
management system by creating transparency within the framework, empowering 
commanders during the assignment process, and giving more autonomy to individual 
officers regarding assignment preferences. The Army refers to this process as the Army 
Talent Alignment Process (ATAP).86  
1. Army Talent Alignment Process  
The Army Talent Alignment Process (ATAP) is enabled by a web-based platform, 
AIM2.0. Officers begin the process by inputting their individual knowledge, skills, and 
behaviors (KSBs) in to build a résumé and highlight unique talents that may not be 
otherwise visible in Officer Evaluation Reports (OERs) or Service Record Briefs (SRBs). 
According to the Army’s talent management website “Individual officers are responsible 
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for ensuring their digital ‘résumés’ are up-to-date and accurate in AIM2.0. Officers are also 
responsible for searching for available jobs, reading the information in the job listing, and 
[preferencing] desired positions.”87 Units are responsible for inputting duty descriptions 
and desirable KSBs for each available position. In addition, “units are responsible for 
viewing ‘résumés’, interviewing candidates, and [preferencing] the right person for the 
job.”88 Units then select and preference their most desired officers based on the officer’s 
past performance and self-declared KSBs.89 
Officers and units are not the only ones who benefit from ATAP. The new manning 
process allows senior leaders to select from a larger pool of candidates to fill key positions. 
Prior to ATAP, senior leaders would submit a By-Name-Request to preference officers 
they deemed most qualified for a position. As a result, many high performing junior- and 
field-grade officers “with unique KSBs were often precluded from assignments where they 
could best use their talents simply because they did not have the right connections. With 
ATAP, any officer can apply for any assignment…and organizations can now draw from 
a much larger talent pool.”90 ATAP creates a transparent system (focused on people by 
updating processes) where any officer can apply for any assignment, and units can draw 
from a larger talent pool. 
2. Merit-Based Promotions 
Rewards provide motivation and incentive for employees to achieve an 
organization’s strategic goals.91 A new initiative from the 2019 NDAA rewards top 
performers by replacing seniority-based promotions with merit-based promotions. 
Beginning in FY2020, the Army will promote top performers within a given year group 
(YG) based on an order of merit list.92 The FY2019 Army Competitive Category O-4 
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Promotion Board was the first board to incorporate a promotion list based on order of merit 
for the Operations, Operations Support, Force Sustainment, and Information Dominance 
categories. Officers selected for promotion Below Zone are among the first officers 
promoted in their YG. The Army intends to extend merit-based promotions to officers as 
they are promoted to major, lieutenant colonel, and colonel.93  
3. Brevet Promotions 
Further updating the Army’s reward system, the 2019 NDAA also authorizes brevet 
promotions. The brevet promotion system is designed to relieve officer shortages by 
leveraging the talents of more junior officers, simultaneously incentivizing top performing 
officers to remain in service. Officers selected for brevet promotion are temporarily 
promoted to the next higher rank and will receive the corresponding pay and benefits while 
in brevet status.94 Only select critical billets are authorized to be filled by brevet 
promotions. A General Officer Review Board will vet and review an officer’s nomination 
before the Senate confirms a brevet promotion.95 Brevet promotions are an important 
process update that could help retain top performing officers. 
4. Battalion Commander Assessment Program  
Battalion Commander Assessment Program (BCAP) is a four-day assessment 
focused on assessing leaders and determining an officer’s suitability for service as a 
battalion commander. The program is designed to supplement the Army’s centralized 
selection process by expanding organizational awareness of officers’ knowledge, skills, 
and behaviors.96 Although BCAP pursues a more holistic approach to assessing leaders, 
results of the centralized selection board are likely to continue to heavily influence final 
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selection as a battalion commander. As described by General McConville and Major 
General J.P. McGee, BCAP “includes measurements of physical fitness, written and oral 
communication ability, and cognitive and non-cognitive skills.”97 Additional relevant 
information about potential battalion commanders results in the selection of the best 
candidates. In addition, the Army plans to use the results of BCAP to “determine principal 
command selects’ alternate command selects; and removal of officers from command 
consideration. The results of the assessment will be used in conjunction with the officer’s 
past performance to identify principal and alternate command selects.”98 BCAP 
modernizes strategic HRM practices by allowing the Army to identify and select the talent 
required to achieve strategic goals more effectively.  
5. Opt-In Promotion 
In another step away from the one-size-fits-all talent management model, the 2019 
NDAA gives officers more career flexibility with opt-in promotions. Opting into a 
promotion board gives top performing officers the opportunity to choose to compete for 
promotion before they reach their Primary Zone.99  
6. Opt-Out of Promotion 
The 2019 NDAA also builds more flexibility into traditionally rigid timelines by 
allowing officers to opt-out of promotion. According to the Army’s talent management 
description “opting out of a promotion board is intended to allow an officer more time to 
develop at his or her present grade.”100 For years, as indicated in the historical overview, 
the promotions have been tied to rigid timelines which, in some instances, “can discourage 
participation in opportunities for development of an officer’s talents.”101 The option to 
 
97 James C. McConville and Joseph P. McGee, “Battalion Commanders are the Seed Corn of the 
Army,” War on the Rocks, commentary, December 23, 2019, https://warontherocks.com/2019/12/battalion-
commanders-are-the-seed-corn-of-the-army/. 
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opt-out of promotion is not designed to make an officer more competitive for a future 
promotion board. The 2019 NDAA explains opting out is not available to officers who 
“previously failed selection for promotion to the grade for which [the officer requests] the 
exclusion.”102 The current guidance allows officers to “opt out of a promotion board twice 
at each grade.”103 Opting out of promotion may be an option available to officers of all 
grades in future promotion boards. However, opting-out may come with hidden risks that 
have not yet been revealed through the promotion board process.  
7. Graduate Record Examinations at the Captains Career Course  
Another recent process addition by the Army mandates that all officers must take 
the Graduate Record Examinations (GRE) at the Captains Career Course (CCC). This 
allows the Army to gather valuable quantitative information on its junior officers and assess 
their future potential.104 Results of the GRE influence decisions about who is selected to 
attend competitive advanced education programs. According to Major General McGee, 
“[the] GRE is the first of many assessments the Army will implement to gain accurate, 
detailed, and objective information about the knowledge, skills, and behaviors of its 
people.”105 GRE scores are viewable by a selection panel if an officer chooses to apply “to 
Army programs (fellowships, advanced civil schooling, etc.) that require a master’s 
program.”106 However, under current policy, Service Record Briefs will not reflect GRE 
scores and commanders will not be provided with GRE results.107  
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D. ARMY OFFICER EVALUATION REPORTING SYSTEM 
Many aspects of the Army’s talent and performance management systems are 
codified in AR 623–3, Evaluation Reporting System (ERS). AR 623–3 is the foundation 
of the Army’s performance management practices. The document explicitly states its role 
in the Army’s performance management system: “The primary function of the [Evaluation 
Reporting System] is to provide information to HQDA for use in making personnel 
management decisions.”108 Separately, the document states: “The secondary function of 
the [Evaluation Reporting System] is to encourage leader professional development and 
enhance mission accomplishment through sound senior and/or subordinate relationships 
that stress the importance of setting standards and giving direction” and “the intent of the 
[Evaluation Reporting System] is to drive rated Soldiers to meet or exceed the 
standards.”109 Section 1–7, Principles of Support, indicates that the Evaluation Reporting 
System is a system of systems designed to “evaluate the performance of officers, in the 
grades of warrant officer one (WO1) through brigadier general (BG)” and to “support the 
Army’s personnel life cycle function.”110 Section 1–8, Standards of Service, describes the 
conceptual framework for the implementation of the Evaluation Reporting System, saying, 
“the [Evaluation Reporting System] encompasses the means and methods needed for 
developing people and leaders. An effective [Evaluation Reporting System] involves the 
execution of leadership, the establishment of a rating relationship with personal interaction, 
the conduct of developmental counseling and reviews, and the determination of critical 
assessments.”111 Section 1–8 also emphasizes the importance that communication plays 
professional development and performance improvement: “Senior and/or subordinate 
communication through performance counseling is necessary to maintain high professional 
standards and is the key to an effective [Evaluation Reporting System].”112 It even outlines 
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of the Army, 2019), 4. 
109 Department of the Army, Evaluation Reporting System, 3–4. 
110 Department of the Army, Evaluation Reporting System, 3.  
111 Department of the Army, Evaluation Reporting System, 3.  
112 Department of the Army, Evaluation Reporting System, 4. 
 
34 
how rating officials should provide performance counseling through the use of 
standardized “support forms and counseling sessions [to] aid in the preparation of a final 
evaluation report.”113  
Unlike other organizations that have more flexible counseling practices, the 
Evaluation Reporting System is directive in its approach. AR 623–3 details the 
responsibilities of commanders at all levels to ensure the ERS functions properly, including 
providing the rated soldier and rating officials access to the regulation.114 Rating officials 
are directed to provide candid assessments and timely feedback in the form of counseling 
to address professionalism, performance, and self-improvement.115 
For NCOs and officers in the rank of captain and below, AR 623–3 directs that 
counseling “be conducted within 30 days after the beginning of the rating period, and 
quarterly thereafter.”116 For officers in the rank of major and above, counseling will be 
conducted “on an as-needed basis.”117 The Army mandates the use of support forms for 
colonels and below.118 Evaluation Reporting System emphasizes counseling as a tool to 
manage performance by developing duty descriptions and identifying performance 
objectives, particularly early in the rating period. AR 623–3 outlines four types of 
objectives: 1) Routine objectives are repetitive duties that do not yield tangible results but 
can result in serious consequences if not executed properly; 2) Problem solving objectives 
are designed to carve out time to handle problems; 3) Innovative objectives seek to improve 
the organization by enabling people to delve into the unknown; and 4) Personal 
development objectives that can be tailored to improve performance.119  
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In the business sector, most employees are assigned first and second line 
supervisors. The Evaluation Reporting System refers to these supervisory positions as 
raters and senior raters, together known as rating officials. Rating officials are responsible 
for codifying an officer’s performance and promotion potential in an OER using the Army 
Leadership Requirements Model. According to AR 623–3, “rating officials assess a 
Soldier’s performance and potential against the standards of the Army Leadership 
Requirements Model containing attributes and competencies, the organization’s mission, 
and a particular set of duties, responsibilities, tasks, and objectives using a series of box 
checks, narratives, bullet comments, and evaluation report rating techniques (see ADP 6–
22).”120 The Army Leadership Requirements Model is highlighted in the following sub-
section. 
The Evaluation Reporting System relies on assessments of past performance to 
indicate future potential. Performance is the measuring stick used to assess an officer’s 
potential to succeed in comparison to the officer’s peers. Counter to prevailing practice, 
selection for promotion, upcoming retirement, or the decision to separate from military 
service are not supposed to be considered when assessing potential.121 Access to 
evaluation reports is intended to be limited to the rating officials, the rated soldier, and the 
administrative office responsible for processing the report.122 Although HQDA will deny 
a unit’s requests to access evaluation reports, many commanders bypass this regulation by 
requesting OERs directly from officers. 
According to the Evaluation Reporting System, a partial list of the rated officers’ 
responsibilities includes: 
• Perform each assigned or implied duty to the best of their ability, always 
trying to improve on the accomplishment of the organization’s mission. 
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Rated Soldiers will periodically evaluate their own performance and, when 
in doubt, seek the advice of the rating officials in the rating chain. 
• Participate in counseling and discuss with the rating chain the duty 
description, performance objectives (including objectives for fostering a 
climate of dignity and respect and preventing and eliminating sexual 
assault and sexual harassment in their units), academic standards, and/or 
course requirements, as appropriate. This counseling will occur within 30 
days after the beginning of each new rating period and at least quarterly 
thereafter.  
• Assess (with the rater) the validity of the objectives or compliance with 
academic standards throughout the rating period. This may result in 
having to revise and update both objectives and duty description as the 
situation changes. The rated Soldier may also have to develop new 
objectives with the rater. 
• Describe (with the rater) duties, objectives, and significant contributions 
(as applicable) on evaluation support forms. Assessment will be conducted 
with the rating chain throughout and at the end of the rating period. Rated 
Soldiers have the opportunity to express their own views during the 
assessment to ensure that they are clear, concise, and accurate. Changes to 
support form entries are allowed when the rated Soldier agrees with the 
changes.123 
In addition, according to the Evaluation Reporting System, a partial list of the rating 
officers’ responsibilities includes: 
• Provide a copy of their support form, along with the senior rater’s support 
form, to the rated Soldier receiving an OER or NCOER at the beginning of 
the rating period (does not apply to students receiving an AER). 
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• Discuss the scope of the rated Soldier’s duty description with them within 
30 days after the beginning of the rating period. This counseling will 
include, as a minimum, the rated Soldier’s duty description and the 
performance objectives to attain. The discussion will also include the 
relationship of the duty description and objectives with the organization’s 
mission, problems, priorities, and similar matters. 
• Counsel the rated Soldier 
• Use the support forms 
• Advise the rated Soldier about any changes in their duty description and 
performance objectives, when needed, during the rating period 
• Provide an accurate assessment of the rated Soldier’s performance and 
potential (as applicable), using all reasonable means, including personal 
contact, records and reports, and the information provided by them on the 
applicable support form or associated counseling documents 
• Review the applicable support form and counseling documents at the end 
of the rating period and, as appropriate, provide more information about 
the job description or performance objectives to other rating officials for 
use in preparing their portions of the evaluation report.124 
E. ARMY LEADERSHIP REQUIREMENTS MODEL 
The Army Leadership Requirements Model is designed to codify the Army’s 
definition of leadership into measurable standards that can be evaluated within the 
Evaluation Reporting System. The Leadership Requirements Model has two components: 
attributes (character, presence, intellect) and competencies (leads, develops, achieves).125 
Army regulation strives to create a system where officers are evaluated based on their 
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adherence to the attributes (what a leader is) and core leader competencies (what a leader 
does) of the Army Leadership Requirements Model.126 AR 623–3 goes as far as to say: 
“Indoctrination of the Army Leadership Requirements Model…strengthen [s] the Army’s 
ability to meet future professional challenges. The continued use of the Army Leadership 
Requirements Model and soldier responsibilities as evaluation criteria provides and 
reinforces a professional focus for rating officials’ evaluation of performance.”127 ADP 6–
22, Army Leadership and the Profession, further describes desirable leadership attributes 
and competencies, which guide rating officials in their assessment of officers.128 ADP 6–
22 seeks to define “leader attributes and core leader competencies that facilitate focused 
feedback, education, training, and development across all leadership levels.”129 It also 
describes the Army’s ideal leader as possessing “strong intellect, physical presence, 
professional competence, and moral character.”130  
In accordance with these standards, based on rater and senior rater comments, 
narratives, and box checks, the Army’s promotion system is designed to select and promote 
leaders who will “act decisively within superior leaders’ intent and purpose, and in the 
organization’s best interests.”131 AR 623–3 explains that “selection boards and personnel 
management systems will be used to evaluate a soldier’s entire career and their personnel 
file. Evaluation reports capture rating officials’ single time-and-place assessments...The 
size of the Army and its leader corps is limited by law in terms of strength by grade, and 
the Army limits the number of selections and assignments that can be made.”132 
When an officer is eligible for consideration for promotion, the officer’s file is 
reviewed by a selection board. Although selection board members can view an officer’s 
entire file, they typically focus on OERs and SRBs. Board members typically spend less 
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than two minutes reviewing a file before assigning a numeric value to each file. Board files 
with the highest value are ultimately considered best qualified for promotion. Files with a 
slightly lower value are considered fully qualified for promotion. Files with the lowest 
scores are determined to be not qualified for promotion.133 Selection boards play a key 
role in the Evaluation Reporting System to select and promote officers based on their 
potential for higher levels of command.  
F. DIFFERENCES BETWEEN COUNSELING, COACHING, AND 
MENTORING 
ADP 6–22 outlines three ways to develop others: counseling, coaching, and 
mentoring. Coaching and mentoring are voluntary actions that are not necessarily carried 
out by formal leaders.134 Counseling is conducted by leaders in a structured chain of 
command and required by Army doctrine. Counseling is not formally defined by the Army 
but is discussed in detail in ATP 6–22.1, The Counseling Process. The Army uses three 
types of developmental counseling: event counseling, performance counseling, and 
professional growth counseling.135 Key components of counseling include regularity, 
candid two-way communication, and the joint establishment of objectives. The counseling 
process has four stages: “identify the need for counseling,” “prepare for counseling,” 
“conduct the counseling session,” and “follow-up.”136 Though some aspects of the 
counseling process are defined and mandated by doctrine, leaders still have flexibility in 
their counseling techniques. ATP 6–22.1 discusses successful counseling practices in 
detail. 
Coaching is another method of developing others that focuses heavily on an 
individual’s present behavior and priorities. It is not mandated by doctrine and may or may 
not be conducted by leaders within an individual’s chain of command. Coaching is not 
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formally defined, but according to the concept is “[relying] primarily on teaching and 
guiding to bring out and enhance capabilities already present. Coaching is a development 
technique used for a skill, task, or specific behaviors. The coach helps them understand 
their current level of performance and guides them how to reach the next level of 
development.”137 Coaches are experts in their field and can help individuals improve 
individual performance by “focusing their defined goals,” “clarifying self-awareness,” 
“uncovering potential,” “eliminating developmental barriers,” “developing plans of 
action,” and “following-up.”138 The Army does not employ a standardized coaching 
process.  
Mentoring is the final method for developing others and is described by “the 
voluntary developmental relationship that exists between a person of greater experience 
and a person of lesser experience that is characterized by mutual trust and respect.”139 In 
2005, the Army G-1 developed and launched a web-based interactive platform known as 
the Army Mentorship Program.140 However, the voluntary program never gained traction, 
and in 2007, reports indicated that less than one percent of Army personnel were utilizing 
web-based mentorship programs.141 Although AR 600–100 emphasizes that “all leaders 
have a responsibility to develop those junior to them” and recognizes development methods 
as “multipliers that can enhance and influence maturity, shared identity, self-awareness, 
adaptability, and conceptual and team building skills,” the Army does not currently employ 
a widespread and standardized mentorship program.142  
 
137 United States Army Chief of Staff, Army Leadership and the Profession, 6–10. 
138 United States Army Chief of Staff, Army Leadership and the Profession, 6–10. 
139 United States Army Chief of Staff, Army Profession and Leadership Policy, AR 600-100 
(Washington, DC: Headquarters, Department of the Army, 2017), 6. 
140 “Army Mentorship Program,” U.S. Army, accessed September 21, 2020, 
https://www.army.mil/standto/archive/2013/12/09/index.html. 
141 Richard Nieberding, Effectiveness of the Army Mentorship Program (Pennsylvania: U.S. Army 
War College, March 2007), 8, https://apps.dtic.mil/dtic/tr/fulltext/u2/a469007.pdf. 
142 United States Army Chief of Staff, Army Profession and Leadership Policy, 6. 
 
41 
G. SPECIAL FORCES BRANCH MANAGEMENT 
The special forces branch is tasked to distribute special forces officers throughout 
the world in accordance with U.S. Army, USSOCOM, and USASOC manning priorities. 
Its secondary task is career management and coaching to meet the long-term needs of 
officers and the special forces regiment.143  
H. USASOC INITIATIVES 
Only one USASOC talent management initiative exists. Beginning in FY2019, 
LTG Francis Beaudette, USASOC Commanding General, authorized a policy that allows 
officers who work at a Combined Training Center (CTC) for at least one year to select their 
follow-on duty assignment. These officers are not able to specify a position, but they are 
able to choose the next unit that they will work for. LTG Beaudette authorized the policy 
with the intent to encourage officers to volunteer for assignment at a CTC—traditionally 
an undesirable assignment and location. The success of this initiative remains to be 
determined as gaining units and unit commanders must accept officers who apply to their 
units if the officer is assigned to a CTC. Traditionally, units and unit commanders have had 
the flexibility to choose whom they allow to work in their unit.  
I. SUMMARY  
Today’s solutions are tomorrow’s problems. While OPA, OGLA, and DOPMA 
may have solved many personnel issues, they have created challenging personnel problems 
for today. The 2019 NDAA begins to address the lack of flexibility and data poor 
environment within army personnel management systems, however, USASOC can further 
modernize aspects of its performance management systems to get the performance it needs 
from its employees. The remainder of this thesis will explore how USASOC can learn from 
the performance management success and failures of global, purpose-driven for-profit, 
nonprofit, and other military organizations. Using the systems framework outlined in 
Chapter I, we examine the performance management successes and failures of for-profit, 
nonprofit, and military organizations. Then we overlay the Four Drive Theory with lessons 
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learned from other organizations to make recommendations on how to adapt USASOC’s 
performance management practices, ensuring USASOC promotes a modern performance 
management system needed to achieve future objectives.  
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III. CASE STUDY OF FOR-PROFIT ORGANIZATIONS 
This chapter of the thesis examines performance management in the context of for-
profit organizations by examining three case studies, discussing in depth successes and 
failures of the performance management systems of General Electric, Amazon, and Adobe. 
As the discussion on for-profit organizations demonstrates, businesses can institute 
drastically varying performance management practices to achieve success. Each case was 
carefully selected to isolate unique circumstances and highlight industry trends related to 
organizational success and performance management.  
The GE case focuses on Jack Welch’s tenure as CEO (1981-2001). Welch 
prioritized performance and quantitative results over all else, generating a results-oriented 
culture and an unprecedented two decades of growth. Unfortunately, Welch’s demand for 
results and ability to squeeze more work out of employees had unintended consequences. 
The loss of a charismatic leader coupled with years of short-term focus led to a rapid 
decline in GE’s market share and value.144 In spite of his many successes, Welch had 
created a toxic environment and failed to create a system and culture that could survive his 
legacy.  
Amazon, under CEO Jeff Bezos, is the story of a company that suffers from 
extremely poor retention rates, due to a well-documented stressful workplace environment, 
yet still manages to grow substantially year after year as the world’s largest and most 
innovative company. Bezos and Welch share many similar leadership traits—results-
oriented, demand high-performance and dedication to work—however, Amazon has used 
its rise and momentum to innovate more and dream bigger, whereas innovation and long-
term priorities stagnated under Welch.  
Finally, in 2012, Adobe, a tech company whose growth had stagnated, overhauled 
its performance management practices as part of an overall strategy to become a more 
 
144 The internet bubble, housing market crash, and great recession of the 2000s certainly impacted 
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nimble and innovative organization. Almost overnight, the company completely nixed 
annual performance reviews in favor of a sociotechnical solution that provides employees 
with continuous feedback, reinforcing desired behaviors and priorities. Adobe serves as an 
example of a company that revamped its organizational culture and performance 
management practices to aid its global shift in strategy, ultimately adapting to a changing 
environment that demanded more rapid product development and advances in technology.  
A. DEFINING FEATURES OF A FOR-PROFIT ORGANIZATION 
Academia introduced novel ideas in the 1970s that changed the landscape of 
businesses. Nobel-prize winning economist, Milton Friedman, championed the idea of 
shareholder primacy.145 In 1970, Friedman described his theory of capitalism: “In a free-
enterprise, private-property system, a corporate executive is an employee of the owners of 
the business. He has direct responsibility to his employers. That responsibility is to conduct 
the business in accordance with their desires, which generally will be to make as much 
money as possible while conforming to the basic rules of the society, both those embodied 
in law and those embodied in ethical custom.” Now a defining aspect of western 
economies, the belief that the primary purpose of a for-profit organization is to maximize 
shareholder wealth (i.e., make money) rapidly spread through corporations in the 1980s, 
and heavily influenced corporate leaders such as Jack Welch.146 Successful organizations 
have clear objectives, which is also the most noticeable divergence between nonprofit and 
for-profit organizations.147 Whereas nonprofit organizations are purpose-focused, for-
profit organizations are focused on providing valuable products or services and maximizing 
wealth. In broad terms, companies use four fundamental methods to generate value: 1) 
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Increase unit or product price; 2) Sell more units or products; 3) Increase fixed cost 
utilization; and 4) Decrease unit or product cost.148  
The previous list of features and characteristics is neither all-encompassing nor do 
all the attributes apply uniformly to all businesses. Recently, organizations such as 
Conscious Capitalism, are driving movements to return to capitalistic roots by focusing on 
people and elevating society.149 Adam Smith, considered the father of economics, would 
likely pose a counterargument to Friedman by suggesting that, in true capitalism, a 
business’s interests should be secondary to those of its consumers. In Wealth of Nations, 
Smith attributed primacy to the consumer by writing, “Consumption is the sole end and 
purpose of all production and the interest of the producer ought to be attended to, only so 
far as it may be necessary for promoting that of the consumer.”150 Smith would also argue 
that human propensity to act in self-interest would ultimately lead to business decisions 
that benefit the consumer.151  
The diverging perspectives on business in capitalism provide insight into how 
businesses make decisions including how they systematize the talent management 
processes of talent acquisition (recruitment and selection), performance management, 
employee development, and retention. The diverse nature of the business sector can 
provide several lessons and cautionary tales on how organizations manage people and 
relationships.  
B. WHAT IS UNIQUE ABOUT PERFORMANCE MANAGEMENT IN THIS 
SECTOR? 
Although methodology can vary across highly competitive and successful 
organizations, Mathis et al. propose that performance management serves six constant 
purposes:  
 
148 “Four Ways to Increase Shareholder Value,” MNP, last modified June 6, 2013, 
https://www.mnp.ca/en/posts/four-ways-to-increase-shareholder-value.  
149 “Conscious Capitalism Credo,” Conscious Capitalism, accessed on September 12, 2020, 
https://www.consciouscapitalism.org/credo.  
150 Adam Smith, The Wealth of Nations, Part Two (New York: Collier, 1902), 442. 
151 Simon Sinek, The Infinite Game (New York: Penguin Random House, 2019), 73. 
 
46 
1. Identify expected performance levels  
2. Encourage high levels of performance 
3. Measure individual performance; then evaluate 
4. Provide feedback on individual performance  
5. Provide assistance as needed  
6. Reward or discipline depending on performance.152  
Performance-driven organizations tend to focus heavily on the results and contributions of 
its employees.153 The authors also offer several performance measures to quantify an 
employee’s contributions including, “quality of output, quantity of output, timeliness of 
output, presence/attendance on the job, efficiency of work completed, and effectiveness of 
work completed.”154  
Mathis et al. suggest there are three types of performance information that 
employers could consider when establishing a performance appraisal process:  
1. Trait-based information  
2. Behavior-based information  
3. Results-based information.155  
Trait-based information is traditionally the most difficult to quantify and includes attitude, 
teamwork, initiative, creativity, values, and dispositions. Trait-based information is unique 
in that it may not necessarily be job related.156 Behavior-based information can be easier 
to recognize, but still difficult to measure and includes customer satisfaction, verbal 
persuasion, timeliness of response, ethics, and effective communication. The final type of 
performance information is results-based information. This information is the easiest to 
quantify and includes sales volume, cost reduction, units produced, and improved 
quality.157 
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Finally, performance appraisal systems allow organizations to evaluate 
performance, provide performance-related feedback, and set future expectations.158 
Appraisals can include supervisory ratings of subordinates, subordinate ratings of 
supervisors, team/peer ratings, self-ratings, outsider ratings, and multisource/360-degree 
ratings.159 Several methods exist for appraising performance during performance reviews. 
A traditional and popular method is the comparative method (currently used by the U.S. 
military). Stack ranking and forced distribution are comparative methods that directly 
compare employee performance against other employees of similar duties and 
responsibilities. Some organizations prefer narrative methods which typically consists of 
non-prescriptive essay formatting to summarize the performance (favorable and 
unfavorable) of an employee. Goal setting and management by objectives are often cited 
as the preferred methods for performance appraisals. Goal setting and management by 
objectives are an agreed upon goal-driven approach (usually quantitative, but not always) 
where the employee and manager first discuss and then agree upon performance 
objectives.160  
C. GENERAL ELECTRIC 
1. Why General Electric Company? 
General Electric Company mirrors USASOC in size, scale, and international reach. 
It is a global American company that operates in over 170 countries.161 The company’s 
corporate headquarters is located in Boston, Massachusetts, with regional headquarters 
spread across the world.162 GE is renowned for its achievements in “the power, renewable 
energy, aviation, and healthcare industries” and receives credit for its involvement in 
historical inventions, such as the incandescent electric lamp (1879), the X-Ray machine 
 
158 Mathis et al., Human Resource Management, 372. 
159 Mathis et al., Human Resource Management, 377–380. 
160 Mathis et al., Human Resource Management, 385–388. 
161 “Frequently Asked Questions and Answers,” GE, accessed on September 4, 2020, 
https://www.ge.com/faq. 
162 GE, “Frequently Asked Questions and Answers.” 
 
48 
(1896), electric home appliances (1910), moldable plastic (1930s–1940s), commercial jet 
engines (1941), nuclear power (1957), and laser lights (1962).163 Then, Jack Welch 
became CEO GE in 1981 and turned the company into a money-making powerhouse. 
Under his leadership, GE put Friedman’s theory into action by acting on the primacy of the 
shareholder and became the longtime industry role model for traditional performance 
appraisals. Today, GE has 70,000 employees; however, GE had over 400,000 employees 
when Welch took over (100,000 of whom were removed in a massive cost-cutting initiative 
over a five-year period).164 GE’s global reach, its massive size, and influence across 
various industries make it an ideal organization in which to seek lessons learned for 
USASOC.  
Industry trends in the two decades leading up to Welch’s appointment as CEO 
helped set the conditions for his success. In the 1960s, organizations had begun to ignore 
past performance and almost solely focused on developing future talent.165 Supervisors 
were hesitant to numerically differentiate between high and low performers.166 
Performance reviews were so skewed that one study “found that 98% of federal 
government employees received ‘satisfactory’ ratings, while only 2% got either of the other 
two outcomes: ‘unsatisfactory’ or ‘outstanding.”167 GE eventually separated the 
performance reviews into two distinct conversations: accountability and development. 
Then, in the 1970s, external events heavily influenced industry trends. Inflation 
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skyrocketed and antidiscrimination laws forced businesses to reexamine pay structures 
leading to increased popularity in merit-based pay.168  
Changes in industry trends paired with the rise of shareholder primacy in academia 
set the stage for Welch to turn GE into “the house that Jack built.” Possessing the charisma 
and leadership abilities comparable to Alexander the Great, Welch addressed the lack of 
distinguishability in performance appraisals by championing a stack ranking (also called 
rank and yank) system.169 GE’s profit-focused meritocracy used its performance 
management system to separate employees into three categories: “A” players, “B” players, 
and “C” players. “A” players were those identified as high performers who deserved the 
lion’s share of rewards and priority for development. “B” players were employees who 
should be retained and accommodated, but not given developmental opportunities. “C” 
players were the lowest performers who were culled on an annual basis. Under Welch, GE 
annually fired employees ranked in the bottom 10% as a cost-cutting scheme and to 
improve organizational performance by making room for potentially higher performing 
employees.170 
Fast forward to the end of Welch’s tenure as CEO, in the early 2000s, as many as 
60% of Fortune 500 companies had followed GE’s lead and embraced forced-ranking 
systems where performance reviews were primarily used as a mechanism to hold workers 
accountable and distribute rewards.171 Although GE was thriving and experiencing a 
continuing increase in value, its growth made it challenging to use its performance review 
process to develop employees for more senior positions of greater responsibility. Like other 
organizations, as GE grew it became considerably flatter which, in turn, expanded a typical 
manager’s span of control from an average of six employees in the 1960s to between 15–
25 in the 2000s.172 In addition to managing more employees, organizations still demanded 
individual contribution from supervisors, placing them in a lose-lose situation without 
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enough time to simultaneously develop subordinates and make adequate individual 
contributions. So, development took a backseat as lateral hiring became prevalent in talent 
management practices with research indicating that “up to two-thirds of corporate jobs 
were filled from outside, compared with about 10% a generation earlier.”173 For GE and 
many other organizations focused on maximizing profit, the effort required to develop an 
employee was not worth the additional time and money when they could simply hire lateral 
entry talent.  
Upon Jack Welch’s departure from GE, the company took an immediate financial 
downturn. Its stock price plummeted from over $49 in 2001 to under $23 in 2003 (and 
continued to trend lower).174 In need of a more cohesive culture, GE made another 
landmark decision in 2005 by shifting away from its stack ranking aspect of performance 
management due to “internal competition and undermined collaboration,” both detrimental 
to team-based organizations.175 GE began to question the effectiveness of comparing 
employees in its performance evaluation process and sought a system to provide candid 
feedback and maximize individual performance. 
2. Purpose, Principles, and Structure 
As indicated by Welch’s actions, GE’s priorities were to expand and maximize 
value. Jack Welch instructed his divisional leaders to become the frontrunner in their 
business sector or the division would be sold or shutdown.176 Focusing heavily on the 
motivational drive to Challenge & Comprehend, Welch created a culture dedicated to 
solving organizational problems where failure was not an option. Unfortunately, GE’s 
incredible problem-solving skills were set to work to meet or beat quarterly projections 
rather than developing novel solutions to consumer problems. Divisional leaders used their 
creative energy to “fix” subjective financial problems by various cost-cutting schemes 
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including firing employees, product reduction, and other financial maneuvers to meet 
quarterly earnings projections.177 Welch was known to make comments such as, “I love 
you, but if you don’t get your numbers this quarter, I’m going to fire you.”178 Like many 
Fortune 500 companies, GE was intently focused on maximizing shareholder value and 
perhaps inadvertently prioritizing short-term gain over long-term health.  
Nearly 20 years after Welch’s departure, GE now promotes values such as, “We 
rise to the challenge of building a world that works.”179 The company advocates that its 
leaders “act with humility, lead with transparency, and deliver with focus.”180 These traits 
are crucial to GE’s new version of a lean culture, transforming how the company strives 
toward progress and goal achievement. 
3. Key Highlights 
The idea that today’s solutions are tomorrow’s problems carries significant weight 
in the case of Jack Welch’s GE—a classic example of an organization that has suffered due 
to its focus on achieving short-term goals. James Carse’s explanation of finite and infinite 
games helps elucidate how Jack Welch’s strategy was not sustainable.181 Finite games 
have known players, fixed rules, fixed timescale, and agreed-upon rules that determine a 
winner and loser. Infinite games include known and unknown players, lack agreed-upon 
rules (other than laws and norms), have an infinite timescale, and the goal is to stay in the 
game.182 Welch prioritized winning and results at the expense of strategic long-term focus 
that Carse tells us is required to continue to play in the game of business. In contrast to 
Welch, infinite players seek to stay in the game which entails developing organizational 
systems that thrive long after its current leader departs. Finite focused organizations cannot 
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sustain in the infinite game of business. Further elaboration of finite and infinite games by 
Simon Sinek mirrors many of GE’s practices that led to its decline: 
This default win-lose mode can sometimes work for the short term; 
however, as a strategy for how companies and organizations operate, it can 
have grave consequences over the longer term...The results of this default 
mindset are all too familiar: annual rounds of mass layoffs to meet arbitrary 
projections, cut-throat work environments, subservience to the shareholder 
over the needs of employees and customers, dishonest and unethical 
business practices, rewarding high-performing toxic team members while 
turning a blind eye to the damage they are doing to the rest of the team and 
rewarding leaders who seem to care a lot more about themselves than those 
in their charge.183  
Though GE has not recovered the financial success it enjoyed during Welch’s tenure as 
CEO, the company has initiated a shift from a finite-focused organizational strategy 
focused boosting its bottom-line to an infinite-minded organization that uses finite goals to 
gauge progress toward achieving a more infinite vision. As part of the shift toward an 
infinite strategy and mindset, Susan Peters (head of human resources), emphasizes that 
“businesses no longer have clear annual cycles. Projects are short-term and tend to change 
along the way, employees’ goals and tasks can no longer be plotted out a year in advance 
with much accuracy.”184 
In 2016, GE finally overhauled the remnants of Welch’s performance management 
system to include integrating a feedback mechanism to improve employee performance. 
Its new business strategy reprioritized the innovation of the old GE responsible for life-
altering inventions ranging from X-Ray machines to nuclear power. GE’s innovation-
focused strategy needed more from its employees; thus, GE sought to improve employee 
performance through a constant constructive feedback system referred to as 
touchpoints.185 GE’s system highlights the drive to Bond & Belong by addressing two 
fundamental questions during touchpoint conversations: 1) “What am I doing that I should 
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keep doing?” and 2) “What am I doing that I should change?”186 Moving away from a 
results oriented culture driven by individual performance made it easier to foster teamwork. 
Lastly, technology has created venues for HR branches to aid in performance management. 
However, many online tools are designed to facilitate annual performance appraisals and 
lack intuitive tools to provide immediate feedback. In response, GE adopted an app to 
improve its ability to communicate constructive feedback.  
4. Conclusion and Trends 
GE achieved two decades of unprecedented growth during the tenure of CEO, Jack 
Welch. The company’s leanness and agility were unmatched as Welch fought ferociously 
for the primacy of its shareholders. GE failed to leverage the motivation to Bond & Belong 
in its employees by employing stack ranking system that culled the bottom 10% of 
employees each year. Mentorship and development were reserved for employees identified 
as top performers. Unfortunately, GE used faulty and unsustainable metrics to identify top 
performers, promoting many toxic leaders through its ranks. Those who were best at 
achieving quarterly earnings projections may not have been the right leaders to engender 
long-term organizational health. Misplaced priorities to address the motivational drive to 
Challenge & Comprehend ultimately revealed that GE’s espoused values rang hollow as 
short-term goals and quarterly earnings replaced its dedication to innovate. Following the 
departure of its charismatic leader, GE’s inability to differentiate between the urgent and 
the important, coupled with lacking performance management systems to promote 
beneficial behavior and priority alignment, resulted in significant drops in the company’s 
stock price and perceived success. Although GE’s stock price and prominence has not 
returned, it is taking steps to modernize its performance management practices. Improving 
its ability to leverage the motivational drives of Bond & Belong and Challenge & 
Comprehend, GE is improving employee performance by technology to implement 
systems that provide more continuous and constructive feedback, focus on team-based 
achievement, and encourage self-improvement.  
 




1. Why Amazon? 
Like the work at USASOC, the nature of the work at Amazon is challenging. CEO 
Jeff Bezos makes it clear that it is not easy to work at his company and has told potential 
employees, “You can work long, hard, or smart, but at Amazon.com you can’t choose two 
out of three.”187 Amazon is another large company with global reach, mimicking many of 
the personnel demands of USASOC. However, one major difference is the sheer number 
of employees. Dwarfing the size of USASOC, Amazon.com is approaching 1,000,000 
employees (935,000 as of April 30, 2020).188 The company’s headquarters is located in 
Seattle, Washington (it plans to open a second headquarters in Arlington County, Virginia) 
and has corporate warehouses spread regionally across the globe.  
In 1997, Jeff Bezos wrote a letter to the shareholders of Amazon.com where he 
emphasized his focus on the long term. In doing so, Bezos made several references to 
Amazon employees, expressing to shareholders that Amazon will “focus on hiring and 
retaining versatile and talented employees…We know our success will be largely affected 
by our ability to attract and retain a motivated employee base.”189 Later, he proudly 
references his talented employees saying, “Setting the bar high in our approach to hiring 
has been, and will continue to be, the single most important element of Amazon.com’s 
success.”190  
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2. Purpose, Principles, and Structure 
Amazon’s mission is “to be Earth’s most customer-centric company” and thrives 
on a strong culture where dedicated employees refer to themselves as Amazonians.191 The 
company uses a Lean Six Sigma process to achieve waste reduction in processes and 
process variation. Amazon espouses 14 Leadership Principles that are designed to serve as 
guideposts to empower employees and are intended to help Amazonians craft and defend 
their ideas. New employees who quickly memorize and recite the 14 principles even 
receive a coveted award proclaiming, “I’m Peculiar”192: 
1. Customer Obsession. Leaders start with the customer and work 
backwards. They work vigorously to earn and keep customer trust. 
Although leaders pay attention to competitors, they obsess over customers.  
2. Ownership. Leaders are owners. They think long term and don’t sacrifice 
long-term value for short-term results. They act on behalf of the entire 
company, beyond just their own team. They never say “that’s not my job.” 
3. Invent and Simplify. Leaders expect and require innovation and invention 
from their teams and always find ways to simplify. They are externally 
aware, look for new ideas from everywhere, and are not limited by “not 
invented here.” As we do new things, we accept that we may be 
misunderstood for long periods of time. 
4. Are Right, A Lot. Leaders are right a lot. They have strong judgment and 
good instincts. They seek diverse perspectives and work to disconfirm 
their beliefs. 
5. Learn and Be Curious. Leaders are never done learning and always seek to 
improve themselves. They are curious about new possibilities and act to 
explore them. 
6. Hire and Develop the Best. Leaders raise the performance bar with every 
hire and promotion. They recognize exceptional talent and willingly move 
them throughout the organization. Leaders develop leaders and take 
seriously their role in coaching others. We work on behalf of our people to 
invent mechanisms for development like Career Choice. 
7. Insist on the Highest Standards. Leaders have relentlessly high standards 
— many people may think these standards are unreasonably high. Leaders 
are continually raising the bar and drive their teams to deliver high quality 
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products, services, and processes. Leaders ensure that defects do not get 
sent down the line and that problems are fixed so they stay fixed. 
8. Think Big. Thinking small is a self-fulfilling prophecy. Leaders create and 
communicate a bold direction that inspires results. They think differently 
and look around corners for ways to serve customers. 
9. Bias for Action. Speed matters in business. Many decisions and actions 
are reversible and do not need extensive study. We value calculated risk 
taking.  
10. Frugality. Accomplish more with less. Constraints breed resourcefulness, 
self-sufficiency, and invention. There are no extra points for growing 
headcount, budget size, or fixed expense. 
11. Earn Trust. Leaders listen attentively, speak candidly, and treat others 
respectfully. They are vocally self-critical, even when doing so is 
awkward or embarrassing. Leaders do not believe their or their team’s 
body odor smells of perfume. They benchmark themselves and their teams 
against the best. 
12. Deep Dive. Leaders operate at all levels, stay connected to the details, 
audit frequently, and are skeptical when metrics and anecdotes differ. No 
task is beneath them. 
13. Have Backbone. Disagree and Commit. Leaders are obligated to 
respectfully challenge decisions when they disagree, even when doing so 
is uncomfortable or exhausting. Leaders have conviction and are 
tenacious. They do not compromise for the sake of social cohesion. Once a 
decision is determined, they commit wholly. 
14. Deliver Results. Leaders focus on the key inputs for their business and 
deliver them with the right quality and in a timely fashion. Despite 
setbacks, they rise to the occasion and never settle.193 
In direct contrast to Jack Welch who was a strong advocate of shareholder primacy, Bezos’ 
first principle, Customer Obsession, is in line with Adam Smith’s original interpretation of 
capitalism and places focus on the consumer. Principle No. 2, Ownership, is also in direct 
contrast to Welch’s demand to meet quarterly gains. Bezos explicitly instructs employees 
to act with an infinite mindset. Principles No. 3 and 4 are self-explanatory. Amazonians 
are expected to create the new, simplify the existing, and to be right by challenging their 
beliefs. Learn and Be Curious, Principle No. 5, challenges employees to continuously seek 
self-improvement and ties in directly with the employee motivation to Challenge & 
Comprehend. Principles No. 6 and 7 have created heartache for ex-employees who believe 
 




that Amazon’s propensity to continuously raise the bar creates a toxic work environment; 
however, Amazon is exceptionally clear about its standards, which many employees 
appreciate. Think Big, Principle No. 8, also contributes to Amazon’s infinite mindset as 
the company encourages bold and visionary leadership traits. Principle No. 9, Bias for 
Action, reinforces its desire for initiative. Unlike other tech companies who are known for 
over-the-top amenities, Bezos’ tenth principle, Frugality, helps prevent managers from 
focusing on potentially misleading qualitative measures, such as budget size or employee 
headcount. Principles No. 11 and 13 are not for everyone as they contribute to a culture of 
brutal candor and respect among employees able to bear the demands of working at 
Amazon. Principle No. 12, Deep Dive, keeps leaders involved. A decision that Welch 
would likely disagree with, Principle No. 14, Deliver Results, appears at the end of the list. 
Rather than demand quarterly earnings, Bezos uses Principle No. 14 to acknowledge that 
temporary setbacks occur, and that Amazonians are the type of people who overcome 
obstacles.  
3. Key Highlights  
Employees either love or hate working for Amazon. Some believe it is the perfect 
meritocracy where the best ideas and employees are given a chance to succeed. The work 
is greatly rewarding, which is why Amazon retains the talent it needs to continue to thrive 
despite its less than desirable work-life balance. Others believe the environment is toxic 
and overly stressful going as far to describe Amazon’s talent management systems as 
“purposeful Darwinism.”194 Due to this dichotomy of employee opinion, the median 
tenure at Amazon is only one year,195 as Amazon also posts the second lowest employee 
retention rate of Fortune 500 Companies.196 Bezos pays his employees competitively, yet 
prefers to compensate employees with stock options rather than cash, believing that stock 
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options create a sense of ownership amongst each employee and ties individual success to 
the success of the company.197 Stock options have also proved extremely valuable as the 
company has increased more than twentyfold in value in the last 10 years.198  
As indicated in its 14 Leadership Principles, Amazon boasts standards that it 
proudly self-proclaims as being unreasonably high.199 Some employees relish the 
challenging environment and enjoy the self-learning that comes with pushing one’s limits. 
Other employees despise Amazon’s efforts to extract everything it can from its employees 
to the point that one employee claimed that everyone he had ever worked with had cried at 
their desk.200 Amazon encourages employees to criticize the ideas and opinions of others 
by engaging in vigorous debate to ensure the right decision is chosen which, again, is 
strongly embraced by some employees and loathed by others.201 
Similar to GE’s modern performance management practices, Amazon also uses an 
app (Anytime Feedback Tool) that allows employees to provide anonymous feedback 
directly to their peers or to managers about their peers.202 Although this process allows 
Amazon to collect useful data on its employees, practical application of the program has 
its downside, however, as some employees believe this practice creates a dishonest 
environment where employees attempt to sabotage unpopular peers or those whom could 
be viewed as competitors.203  
Not all performance management aspects of Bezos’ Amazon vary drastically from 
Welch’s GE. Amazon still uses stack ranking where employees are ranked against one 
another in a traditional annual review process and eliminates those at the bottom.204 
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Amazon, however, has faith in its talent acquisition process and allows low performing 
employees an opportunity to improve by placing them in a three-month Performance 
Improvement Plan. Those who fail to improve are then terminated. On paper, Amazon’s 
performance management practices are not drastically different than many of its 
competitors. Where Amazon gets its edge is its implementation of “a data-driven approach 
with clear metrics to measure both consumer and employee behavior.”205 Gathering  
the right employee performance data and interpreting it correctly can lead to clarity in 
decision-making.  
Now that Bezos has built one of the most powerful companies in the world and 
employs nearly 1,000,000 people, he believes that his primary responsibility is to maintain 
the Amazonian culture founded in his 14 Leadership Principles.206 Amazon is one of the 
few organizations that lives out its espoused values—a trait that is both loved and loathed 
by employees. Although Amazon persists as a global powerhouse and is enjoying wild 
success it remains to be seen whether the company will falter upon the departure of its 
charismatic leader. Amazon’s strong culture and more infinite mindset may give it the edge 
it needs to survive long past Jeff Bezos. However, any organization that struggles to retain 
its employees should be weary that there are cracks in its systems, especially as it pushes 
the limits of what organizations can expect from employees. There are innumerable ways 
that Amazon could inadvertently be abetting a toxic culture through its cultural norms and 
promotion system guided by its performance management practices.  
4. Conclusion and Trends 
Many similarities exist between GE and Amazon. Both either were or are global 
industry leaders, challenge employees to perform their best, are results oriented, and have 
a reputation for pushing the limits of employee performance. Each company utilizes the 
motivational lever to Acquire & Achieve by paying employees competitively and 
rewarding high performance with career development and promotion. Bezos believes that 
a sense of employee ownership is key to organizational success and prefers to offer stock 
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options tied to the success of the company, rather than high base salaries.207 However, 
differences begin to emerge when examining the definitions of achievement and success. 
Whereas GE focused on near-term financial gain, Amazon has driven its success by 
keeping a longer-term outlook. Although Amazon is publicly traded, it has not allowed the 
idea of shareholder primacy to dominate its priorities. Despite poor retention, Amazon 
leverages the motivation to Bond & Belong with its strong culture. Being an Amazonian is 
not for everyone, but those who remain make the culture stronger by living out Amazon’s 
espoused values—the 14 Leadership Principles. Jeff Bezos also uses the 14 Leadership 
Principles to leverage the motivational drive to Challenge & Comprehend by emphasizing 
personal growth, professional development, and the need to make its consumers’ lives 
better by continuing to create and innovate new products and services.  
Another reason for Amazon’s success is its use of a sociotechnical system and data-
collection to prioritize consumer needs and provide feedback to employees. Data drives 
decision-making at Amazon. The company utilizes a transparent, stack ranking 
performance management system and places low performing employees on improvement 
plans before quickly terminating those who do not improve. Amazon’s challenging work 
environment is either loved or hated by employees—with many citing professional 
fulfillment as their reason to stay and others citing the lack of work-life balance as the 
primary driver to seek employment elsewhere. Though USASOC could learn much from 
Amazon in creating a culture of purpose where employees are driven to contribute to 
something greater than oneself, due to the lack of lateral entry, military organizations 
cannot do so at the expense of employee retention. 
E. ADOBE 
1. Why Adobe? 
Adobe’s headquarters is located in San Jose, California. The company was founded 
in 1982 and posted a fiscal revenue of $11.17 billion in 2019. The company has over 22,000 
employees spread across the globe and, according to Glassdoor, is one of the top 50 best 
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places.208 Adobe has also been rated in the top 100 places to work by Fortune for 20 
years.209 Comparable to USASOC as a large organization with global interests, Adobe is 
large and diversified software company. Dealing with a broad range of stakeholders is 
inherent to global organizations. Just as USASOC shares interests with partners around the 
world, Adobe sells to individuals and commercial organizations across the globe. Adobe 
designs tools and services that allow “customers to create groundbreaking digital content, 
deploy it across media and devices, measure and optimize it over time and achieve greater 
business results.”210  
Adobe exists in a rapidly changing environment where innovation and adaptability 
are key determinants of success. In 2012, Adobe was at a crossroads in its business. 
Adobe’s employees were not nimble in their 18–24-month product development cycles and 
the company needed to shift from its traditional, time proven business model to a more 
modern and innovative system.211 Part of this corporate overhaul included the replacement 
of traditional product cycles with product subscriptions relying on cloud-based software. 
Retention is a growing concern in USASOC as many officers depart every year to seek 
professional opportunities elsewhere. Though, in 2012, Adobe did not struggle with 
retention, enticing opportunities in Silicon Valley persistently strained the company as 
some top performers would each year upon receiving their bonus.212 To address its 
growing concerns, Adobe overhauled its traditional performance management system in 
favor of a more modern, continuous feedback approach. 
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2. Purpose, Principles, and Structure 
Perhaps lacking the same inspirational vision as Amazon and USASOC, Adobe’s 
mission statement is “changing the world through digital experiences.”213 The company’s 
website explains its vision by stating that “creativity is in our DNA. Our game-changing 
innovations are redefining the possibilities of digital experiences. We connect content and 
data and introduce new technologies that democratize creativity, shape the next generation 
of storytelling, and inspire entirely new categories of business.”214 Adobe clearly 
communicates what it does, but fails to address the purpose behind what it does, which 
impacts how employees perceive the importance of their work.  
Espousing a more fundamental set of values than Amazon’s 14 Leadership 
Principles, Adobe promotes four core values: 1) Genuine, 2) Exceptional, 3) Innovate, and 
4) Involved. For Adobe, being genuine means acting with sincerity, trustworthiness, and 
reliability. Adobe explains exceptionality as being “committed to creating exceptional 
experiences that delight our employees and customers.”215 Following the industry trend of 
promoting innovation, Adobe defines innovation as being “highly creative and always 
striving to connect new ideas with business realities.”216 Finally, Adobe views being 
involved as being “inclusive, open and actively engaged with our customers, partners, 
employees and the communities we serve.”217 
3. Key Highlights 
Prior to its performance management overhaul, Adobe’s traditional performance 
management system looked similar to that of Jack Welch’s GE and included the following 
aspects in its annual performance reviews:  
• People managers would solicit written feedback from stakeholders who 
had worked with their employees. 
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• Employees at all levels would respond to these requests for feedback via 
email, sometimes needing to respond to 10 or more individual requests. 
• Leaders in each organization would participate in a rating and ranking 
exercise, usually several hours in length, where each employee was 
assigned a rating—high, strong, solid, or low—and would be stack 
ranked relative to other employees across the organization. 
• People managers would write a performance summary on each 
employee, typically one or two pages, incorporating the feedback 
received, observations on performance and the performance rating. 
• People managers would then deliver the performance review directly to 
the employee and discuss it. There were sometime difficult 
conversations, with employees not understanding their rating or feeling 
surprised at critical feedback. 
• Salary raises and equity grants were prescribed based on the employee’s 
level, rating and ranking.218 
These traditional performance management processes, however, were misaligned with 
Adobe’s core values and stifled its innovation and ability to adapt to a rapidly changing 
environment. Referencing annual performance reviews, Donna Morris notes that “these 
could be difficult conversations with employees not understanding their rating or feeling 
surprised at critical feedback.”219 Adobe’s review process was slow to deliver constructive 
feedback, leaving many employees surprised that their behaviors and priorities were not 
aligned with organizational objectives. The company realized it needed to revamp its 
process to include more constructive feedback that accurately reflected the employee’s 
performance in a timelier manner.  
Further, analysis indicated that managers were expending 40 working hours per 
year to accomplish performance review tasks for a total of 80,000 hours per year 
throughout the organization.220 Exacerbating the significant time commitment were the 
negative effects the process had on employee management. Many organizations struggle 
to strike a balance between valuing mentorship and individual performance. As 
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organizations place a higher value on individual performance, managers are less likely to 
value mentoring and developing subordinates.  
Adobe needed its systems to react more rapidly to external environmental changes 
within its industry. As part of its modernization effort, Adobe used performance 
management as a mechanism to change its corporate culture. Corporate leaders nixed 
annual performance reviews because the “reviews were too time consuming, negative and 
slow to be the foundation for performance management moving forward.”221 In favor of 
traditional performance management processes, Adobe adopted a new standard called 
Check-In—two-way, a system that facilitated consistent communication between 
employees and their managers. Adobe credits the Check-In process with creating, 
“dramatic efficiency gains, more effective performance management and higher employee 
engagement and retention.”222  
Unlike many organizations who prefer to revamp existing process slowly and on a 
small scale, Adobe chose to eliminate its existing performance management process 
altogether to improve productivity and agility. With its change in corporate strategy, Adobe 
also needed a change in culture to generate a new employee mindset and to rapidly rally 
its people behind its new way forward. As part of its holistic organizational effort to inject 
more flexibility and innovation into the organization, in 2011, Adobe became the first 
major tech company to abandon traditional annual performance reviews in favor of its 
Check-In process that included the following aspects223: 
• Managers and employees would work together to establish written 
expectations and revisited expectations on a regular basis. Adobe provides 
a goal-setting form to its employees, but no specific format is required. 
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• Adobe recommends quarterly discussions, but allows managers flexibility 
to adjust as necessary since production cycles vary across the 
organization.  
• Check-In regulates two-way dialogue and performance-based feedback 
throughout the year. Adobe emphasizes the importance of providing 
accurate and constructive feedback as quickly as possible to reinforce the 
right behaviors (and simultaneously weed out undesired behavior/correct 
misaligned priorities).  
• Check-In eliminated all standardization and requirements regarding 
timing, methods, and written reviews. 
• The new performance management process allocated funds for financial 
rewards. Managers recommended subordinates for rewards/awards based 
on their best judgement which were granted final approval by senior 
leaders—Adobe does not use ratings or rankings in its new process.224 
Managers appreciate the flexibility allowed within the system to conduct Check-In 
conversations in a cycle that fits their routine or work demands. Each department may have 
diverging performance review needs. For example, Adobe engineers conduct product work 
cycles in iterations of “sprints” which are six weeks long.225 Other departments may have 
shorter or longer product cycles that would be better suited to a different Check-In 
schedule. Adobe also gives it managers the freedom to choose the appropriate medium to 
facilitate Check-Ins. Mediums can range from face to face meetings, to phone calls, or 
video conferences depending on the needs of the manager and subordinate.226  
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Adobe also gives its managers flexibility in when and how to document feedback. 
Some choose more formal/written documentation while others rely more on 
informal/verbal conversations (most rely on informal conversations).227 Managers also 
may or may not elect to illicit feedback from an employee’s peers or team members. In 
2014, 72% of employees claimed to have received regular Check-Ins from their 
superior.228 As for the perception of the Check-In process, “eight out of ten new hires have 
discussed the check-in process as a key tenet of the Adobe culture before their first day on 
the job.”229 In contrast to Amazon, a company with many disgruntled ex-employees, 75% 
of former Adobe employees say they “would recommend Adobe as a great place to 
work.”230 
Touching on the motivational lever to Challenge & Comprehend, Check-In creates 
an opportunity for conversations regarding growth, development, and goals. Employees 
are expected to prepare for Check-In conversations ahead of time by preparing to discuss 
topics such as a self-assessment of performance and growth opportunities. Adobe attributes 
performance management updates with “increasing turnover attributed as non-regrettable 
involuntary attrition has increased by about 2%–3%, which the company considers a 
positive outcome.”231 Adobe believes this statistic indicates that poor performance is 
addressed more rapidly under its new performance management system. More active and 
continuous performance discussions lead to reduced lag time between the identification of 
poor performance and action to improve (or terminate) performance. As in other ongoing 
performance review processes, low performers are enrolled into a strict performance 
management plan consisting of detailed short-term expectations and thorough 
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documentation of performance. Due to the ongoing feedback loop inherent to Check-In, 
many potential low performing situations are avoided altogether. Those that are not averted 
are addressed quickly and result in an improvement in employee performance or 
termination of the employee in a time effective manner.232  
Adobe also credits executive sponsorship as being critical to the adoption of new 
performance management practices and new organizational culture trends.233 However, 
mid-level managerial implementation of performance management practices is what 
ultimately leads to success or failure. To facilitate understanding of the new performance 
management system and its intent, Adobe ran several training sessions and provided online 
tools as managerial references.234 Understanding and adoption of the new practices were 
uniquely important because Adobe granted managers the discretion to recommend raises 
based on performance and potential for subordinates, making it even more important that 
Adobe teach its managers how to identify and reward performance. Senior level managers 
held final authority to modify and approve monetary compensation recommendations. The 
company still provides the same overall compensation but now see more differences 
between the compensation raises of higher and lower performers.235  
4. Conclusion and Trends 
Adobe realized the world around it was changing and that it needed to reassess 
many of its operating assumptions if it wanted to succeed in a rapidly changing 
environment. Adobe’s Check-In process also supports the idea that continuous feedback 
provides employees with a better understanding of organizational expectations, which 
continues to prove to be vital to success in ambiguous and changing environments. 
Overhauling its performance management processes were a vital change. Leveraging the 
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employee motivational drive to Acquire & Achieve, Adobe empowered its managers with 
the ability to recommend the distribution of pay raises based on employee performance and 
potential. With Check-In, Adobe leveraged the employee motivational drive to Bond & 
Belong by creating a platform for subordinates and managers to communicate early and 
often, leading to more active and continuous performance management and the creation of 
a more holistic picture of employee performance. Adobe’s performance management 
systems seek to create an environment that intrinsically and inherently maximizes 
employee performance. Leveraging the employee motivation to Challenge & Comprehend, 
Adobe provides regular feedback to both high and low performing employees to reinforce 
positive behaviors and address misaligned priorities. Low performing employees are 
placed on improvement tracks to improve behaviors and priority alignment. Employees 
that are unable to improve performance or conform to Adobe’s culture are terminated more 
quickly (or choose to leave on their own terms) under the Check-In process. Key to 
Adobe’s success was the significant role played by top management in Adobe’s culture 
change and adoption of new practice, indicating the importance of top down support for 
the implementation of new performance management practices. To facilitate adoption and 
transparency of the new performance management system, managers and employees were 
provided with training and online resources explaining the purpose and mechanics of the 
new system.  
F. PERFORMANCE MANAGEMENT TRENDS FROM FOR-PROFIT 
ORGANIZATIONS 
GE, Amazon, and Adobe all achieved success with diverging, and sometimes 
seemingly contradictory, performance management systems. This section examines themes 
and trends that USASOC should consider as it seeks to become a more innovative 
organization in a rapidly changing environment. Many organizations are rethinking 
performance management as human capital is a top priority for many businesses and there 
is growing industry pressure to modernize talent management systems. 
Amazon prioritizes hiring the right people and churning out low performers over 
mentorship and development programs. On the opposite end of the spectrum, Adobe seeks 
to create a positive environment where employees can thrive by prioritizing mentorship 
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and development programs. USASOC already prioritizes its hiring process by employing 
a proven selection process for many of its employees. Due to lack of lateral entry into the 
military, USASOC does not have the luxury of rapidly terminating low performers, 
indicating that it may need to approach performance management with a growth mindset 
and prioritize systems that mentor and develop employees across a range of performance. 
Waiting the standard 3–12 months for an annual or quarterly review is no longer 
acceptable. To achieve innovation in rapidly evolving environments companies are relying 
more on qualitative and quantitative data to provide employees with effective and 
continuous performance feedback. Regular conversations about performance and 
development create a safe environment and foster an infinite growth mindset that 
organizations need to compete today and into the future.  
Companies are trying to eliminate dissatisfiers, such as antiquated performance 
management systems, that drive employees away. Some companies are eliminating their 
annual reviews due to their limited effectiveness in rapidly addressing performance. 
Traditional annual reviews emphasize financial rewards and punishments and value past 
behavior. Annual reviews fail to improve current performance or groom employees for 
future positions of greater responsibility.  
Companies are doubling down on employee development. Many organizations are 
empowering individuals to manage their own career and development. Generally, this 
empowerment also requires more consistent conversation with supervisors.236 Culture is 
key to retention—employees seek challenging and purposeful work that provides a sense 
of accomplishment and intrinsic motivation. 
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IV. NONPROFIT ORGANIZATIONS CASE STUDY 
This chapter examines performance management in the context of nonprofit 
organizations, more specifically, those with a concentration on global humanitarian aid or 
human rights initiatives. The study of nonprofit organizations’ performance management 
strategies and systems provides an invaluable perspective of “social institutions that 
operate outside the confines of the market and the state,” thus providing a more holistic 
understanding of performance management mechanisms, processes, and apparatuses.237 
In selecting nonprofit organizations for thorough review and analysis, the objective 
remained simple: Can the way nonprofit organizations approach performance 
management, including their systems and mechanisms, be beneficial for USASOC?  
The focal nonprofit organizations of this chapter include the International Red 
Cross and Red Crescent Movement, with an emphasis on the subordinate factions of the 
International Committee of the Red Cross (ICRC) and the International Federation of the 
Red Cross and Red Crescent Societies (IFRC), as well as Amnesty International. First, the 
ICRC case centers on the institution’s transition to digital human resources systems in an 
effort to streamline processes while also adding transparency and uniformity to its human 
capital practices.  
Next, the IFRC recently underwent a human resources overhaul as part of its 
Strategy 2020 in an attempt to create a more fair, inclusive, and transparent work 
environment. As part of the human resources strategy, improved management practices 
included redefining business functions, rotating staff to locations where they would be of 
most value, and a concerted effort to help employees grow in their roles.  
Lastly, at Amnesty International, the subject of the final nonprofit organization 
case, employees believe their work is more than just a job, viewing it as a life cause. 
However, sub-optimal staff support, coupled with perceived management failures, resulted 
in a downshift in trust and a growing divide between subordinates and leaders. The diverse 
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nature of the nonprofit sector makes it an exciting arena to study, specifically concerning 
how they manage people and relationships.  
A. DEFINING FEATURES OF A NONPROFIT ORGANIZATION 
First, it is vital to emphasize the features that ultimately make nonprofit institutions 
unique. According to the Johns Hopkins Comparative Nonprofit Sector Project, 
spearheaded by Lester M. Salamon and Helmut K. Anheier, nonprofit organizations share 
five common features: 
1. They are organizations, i.e., they have an institutional presence and 
structure. 
2. They are private, i.e., they are institutionally separate from the state. 
3. They are not profit distributing, i.e., they do not return profits to their 
managers or to a set of “owners.” 
4. They are self-governing, i.e., they are fundamentally in control of their 
own affairs. 
5. They are voluntary, i.e., membership in them is not legally required and 
they attract some level of voluntary contribution of time or money.238 
The features of “organization,” “not profit distributing,” and “voluntary” are clear 
commonalities between many nonprofit institutions and USASOC. “Private” and “self-
governing,” on the other hand, are apparent differences given USASOC’s role as the U.S. 
Army’s service component command under USSOCOM; thus, this means that USASOC 
must closely align with the U.S. government’s policy and strategy objectives. This 
paragraph defined nonprofit organizations while highlighting key overlaps between 
nonprofit institutions and USASOC. However, further literature strengthens one’s desire 
to compare the two entities. 
Additional characteristics of nonprofit organizations that sufficiently affect their 
culture and operations and are critical to understanding the structure of nonprofit 
performance management systems also serve as definite corollaries to USASOC. First, 
many nonprofits continue to increase their global presence as they seek opportunities to 
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conduct “private, voluntary activit [ies] in literally every corner of the world.”239 As such, 
there has been a recent growth in “size, reach, scope, and societal impact” of nonprofit 
organizations.240 Consequently, nonprofit organizations, to capitalize on opportunities and 
manage risk associated with growth and expansion, have had to “invest in training, 
development, and succession planning that builds multifunctional, globally-oriented 
employees.”241 Second, nonprofit organizations are known for their “passion for mission,” 
as they seek to affect change, and their zeal for the mission drives “creativity, energy, and 
dedication for the work of an organization.”242 Next, nonprofit organizations strive for an 
atmosphere of inclusion, friendliness, and consent, in which, they pay little attention to 
hierarchy.243 Other defining characteristics include a constant tension between mission 
and results, difficulty in identifying efficient and effective ways of assessing the vast array 
of programs and performance, and a mixed bag of individual skill levels.244  
Admittedly, the list of defining features and characteristics of nonprofit institutions 
is not all-encompassing, nor do all the attributes apply uniformly to all organizations. The 
features do, however, provide insight into how nonprofit organizations make decisions and 
how they systematize personnel recruitment, development, and retention to the benefit of 
their operations.  
B. WHAT IS UNIQUE ABOUT PERFORMANCE MANAGEMENT IN THIS 
SECTOR? 
Given the uniqueness of nonprofit organizations, performance management is not 
easily conceptualized in the sector, and it is difficult to make a priority due to “divergent 
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perspectives, needs, and expectations.”245 First, while developing and implementing 
systems, nonprofit organizations face an inimitable layer and a variety of stakeholders, 
each with competing interests and agendas. American management consultant Peter 
Drucker, quoted by Lumme-Tuomala, said, “In no area are the differences greater between 
businesses and nonprofit than in managing people and relationships.”246 For leaders of 
nonprofit institutions this includes dealing with volunteers—an experience many business 
leaders do not have to undertake. Next, within the nonprofit sector, a passion for the 
mission draws individuals to the organization, often outweighing the displeasure of lower 
pay associated with nonprofit work. As highlighted in Performance Management in 
Nonprofit Organizations, “There are no incentives for opportunistic behavior because there 
is no distribution of profits and hence no claim to any financial surplus that might motivate 
them.”247 Lastly, performance management often transpires as a multidimensional task 
due to a constant strain not only between mission, services provided, and results required 
to maximize shareholder profit but with addressing the human needs of clients and 
employees as well.248  
C. INTERNATIONAL RED CROSS AND RED CRESCENT MOVEMENT 
1. Why International Red Cross and Red Crescent Movement, 
Specifically ICRC & IFRC? 
Synonymous with humanitarian aid and emergency relief efforts, the International 
Red Cross and Red Crescent Movement’s global presence, robust organizational structure, 
and impact made the institution ideal for comparison to USASOC. Notably, the 
International Red Cross and Red Crescent Movement is the world’s largest humanitarian 
network, providing “protection and assistance to people affected by disasters and 
 
245 Hoque and Parker, Performance Management in Nonprofit Organizations: Global Perspectives, 
15. 
246 Peter Drucker, Managing the Nonprofit Organization: Principles and Practices (New York: 
Harper, 2005): 181, quoted in Riitta Lumme-Tuomala, “Talent Management in the Humanitarian Aid 
Context” (DBA diss., Aalto University, 2017), 112, 
https://aaltodoc.aalto.fi/bitstream/handle/123456789/27887/isbn9789526037363.pdf?sequence=1&isAllow
ed=y. 
247 Hoque and Parker, Performance Management in Nonprofit Organizations: Global Perspectives, 7. 
248 Lumme-Tuomala, “Talent Management in the Humanitarian Aid Context,” 113. 
 
75 
conflicts.”249 Consisting of almost 100 million volunteers, supporters, and staff, spanning 
192 countries, the International Red Cross and Red Crescent Movement has three main 
components: The International Committee of the Red Cross, The International Federation 
of Red Cross and Red Crescent Societies, and the National Red Cross and Red Crescent 
Societies.250 Considered the backbone and workhorses of the Movement, the 192 National 
Red Cross and Red Crescent Societies around the world are regionally aligned and 
concentrated.251 However, given the thesis’ study of USASOC’s performance 
management practices, the ICRC and IFRC—elements relating to management and 
headquarters activities—were the focal points of research and analysis. Additional context 
about the organizations’ history, mission, purpose, and structure enables a more holistic 
understanding of both the why and how the ICRC and IFRC develop and implement their 
human capital management practices. Subsequently, the thesis examines the performance 
management practices of both the ICRC and IFRC. 
Similarities between the ICRC, IFRC, and USASOC hinge primarily on the fact 
that they are global organizations—globally positioned and globally manned, with global 
missions. According to the Army Special Operations Forces Fact Book, USASOC has an 
allocated strength of 33,000 personnel—number includes both full-time and part-time 
soldiers—“stationed and deployed in more than 70 countries.”252 Similarly, the IFRC 
maintains a global presence through the manning and operations of 5 regional offices and 
50 country offices.253 Comparably, the ICRC “has more than 18,000 staff in 90 countries 
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around the globe.”254 Analogous to USASOC, the ICRC and IFRC maintain a global 
footprint, to include the identification of major operational areas by region. Secondly, 
USASOC generates and sustains ARSOF personnel to conduct worldwide Special 
Operations across the range of military operations, which includes “crisis response and 
limited contingency operations.”255 The purpose-driven missions of both the ICRC and 
IFRC, which the remaining sections of this chapter discuss in greater detail, resemble those 
of USASOC, providing aid to areas subject to crises or disaster. Lastly, in keeping with 
what makes nonprofit organizations unique, we selected the ICRC and the IFRC due to 
their proceedings as independent and impartial humanitarian organizations. Thus, they 
eliminated the National Societies as they can become too closely aligned with state views 
and objectives. For example, “The American Red Cross, which is audited annually by the 
U.S. Secretary of Defense, is too closely aligned with the U.S. Government to be viewed 
as an independent organization by the rest of the world.”256 For the purpose of this thesis’ 
research priorities, the ICRC and IFRC were ideal organizations for further analysis. 
D. INTERNATIONAL COMMITTEE OF THE RED CROSS 
1. Purpose, Principles, and Structure 
Founded in 1863, the ICRC—the first established part of the Movement—is an 
“independent, neutral organization ensuring humanitarian protection and assistance for 
victims of war and armed violence.”257 The ICRC’s mission “is to protect the lives and 
dignity of victims of armed conflict and other situations of violence and to provide them 
with assistance. The ICRC also endeavors to prevent suffering by promoting and 
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strengthening humanitarian law and universal humanitarian principles.”258 Most notably, 
the ICRC “direct [s] and coordinat [es] the Movement’s international relief activities”; thus, 
they carry out many of their operational activities “in cooperation with the National 
Societies.”259  
Structurally, the ICRC “has in place multilevel and interrelated mechanisms to 
ensure that its financial and other resources are managed in line with professional best 
practices and its own policy frameworks.”260 Well-known is the ICRC’s governing 
bodies—Assembly, Assembly Council, and the Presidency—located in Geneva, 
Switzerland, who are overall responsible for overseeing all ICRC activities and are 
accountable for the institutional policy, strategy, and decisions.261 The ICRC’s governing 
bodies work with external and internal entities (divisions, units, or offices) that are 
“involved in compliance and control activities.”262 The Department of Human Resources 
(HR) is one of the many internal divisions and, in the view of this thesis, is a central 
department to analyze. In keeping with the ICRC’s critical success factors and areas of risk 
related to their “own capacity to act,” the Department of Human Resources’ focus on both 
organization and processes and people management capacity and mobility is critical to the 
ICRC and its work.263 As a result, the ICRC’s Human Resources Department is the 
epicenter of the organization’s performance management systems and practices. 
2. Key Highlights 
The HR Department spearheads the ICRC’s people-management practices and 
provides an appropriate medium for a macro examination of performance management 
mechanisms and systems of a nonprofit organization. In 2017, the HR Department 
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commenced a human capital initiative characterized by transformation and digitalization 
to enhance the management and visibility of the ICRC’s complete employee 
organization.264 According to the ICRC 2019 Annual Report: 
The Human Resources (HR) Department’s key areas of focus in 2019 were 
empowering staff and fostering their personal and career growth; building 
on leaders’ and managers’ people management capabilities; centralizing 
and stabilizing the use of technology in HR functions; and continuing the 
direction established by transformation initiatives launched in recent years. 
The department’s strategic intent remains unchanged: to adapt its structure 
and services in order to cultivate a global, engaged, skilled, and diverse 
workforce that delivers on the ICRC’s mandate.265 
The HR Department supports the ICRC, creating and implementing policies, tools, and 
practices that enable the institution to “leverage its human capital wisely, effectively, and 
sustainably,” while remaining relevant as a global workforce in an increasingly digital 
environment.266  
The potential of financial incentives or rewards is a palpable approach to motivate 
employees to perform well, as highlighted in the literature concerning the Four Drive 
Theory of Acquire & Achieve. As such, the HR Department launched a new job-grading 
and rewards system in 2018, which included the first global annual salary review for all 
ICRC employees as of April 1, 2019.267 The job-grading system centralized the roles of 
all ICRC staff into a single role grid, thus making the responsibilities of and competencies 
required for each position more accessible while facilitating recruitment, workforce 
planning, and other HR processes.268 Moreover, the “new rewards system includes 
updated salary scales and compensation and mobility policies.”269 The ICRC’s incentive-
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based systems, however, are relatively rudimentary and are on-par with other global 
nonprofit organizations. The ICRC’s compensation and benefits include a monthly salary 
based on performance, experience, and academic qualifications; hardship incentives of five 
to 15% of the total salary in specific grades for staff after 24 months of employment—
taken in cash or leave; and between 20 and 27.5 working days of holiday and paid leave 
per calendar year depending on age.270 Although financial benefits and rewards can serve 
as a valuable apparatus in employee motivation and retention, the ICRC seeks to leverage 
non-financial programs, such as recently modernized management, career progression, and 
tracking programs, and improved workforce and talent planning and sourcing to retain 
talent. 
A study conducted by the Humanitarian Practice Network cited poor leadership as 
a principal reason for people leaving nonprofit organizations; thus, the implementation of 
human capital practices specifically focused on fostering leadership and mentorship is 
another approach the ICRC is taking to retain employees.271 In January 2018, the HR 
Department implemented a new performance management and development structure, 
leveraging digital products and systems from SAP SuccessFactors solutions for human 
capital management.272 The digital transformation provided a mechanism for employees 
and supervisors to jointly set goals and collaborate throughout the year.273 Consequently, 
“employees are provided regular feedback on their performance and greater clarity on their 
work objectives.”274 Thus, consistent with the supervisor support and mentorship methods 
characteristic of the Bond & Belong drive, the ICRC seeks to improve ways to provide 
transparent and continuous feedback on performance to employees. 
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Employees also desire to be “developed within a planned and structured 
framework,” which requires a system that promotes career development and opportunities 
to grow.275 The ICRC has many systems in place that champion a Challenge & 
Comprehend mindset focused on career development and job placement. First, the SAP 
SuccessFactors solutions launched in 2018 also enabled the ICRC to track the training of 
individual personnel; ultimately, adding to the “knowledge pool about its global talent … 
[and] ensuring that the right people with the right training are sent to deal with emergency 
operations.”276 Secondly, the HR Department took measures to implement necessary 
changes required to address staffing gaps in the ICRC. The Global Talent Management and 
HR Operations divisions identified the “short, medium, and long-term staffing needs” of 
the organization and then established “a methodology for effective planning and 
forecasting practices across the institution.”277 By forecasting the organization’s global 
staffing needs, they provided the workforce with improved talent planning and sourcing 
requirements and, in turn, increased candidness on potential future assignments based on 
the needs of the organization or advancement potential.278 Lastly, the ICRC recently 
transitioned from 12-month to 18-month assignments for middle management positions, 
with benefits from longer assignments including: 
1. Improving the continuity of programs and developing staff with better 
knowledge of the agency’s programs and history; 
2. Making employment more attractive for couples with children; 
3. Increasing productive time and expanding opportunities for institutional 
learning; 
4. Allowing aid workers to write project proposals and implement them as 
well, ensuring better ownership; 
5. Decreasing the amount of support needed from colleagues for incoming 
staff over the same period of time.279 
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In brief, the HR Department, through the implementation of sustainable human resource 
and performance management structures and services, continues to “cultivate a global, 
engaged, skilled and diverse workforce that delivers on the ICRC’s mandate.”280 
3. Conclusion and Trends 
To summarize, the ICRC’s human resources department underwent a digital 
transformation to add transparency and uniformity to its preexisting systems. As a result 
of the transition to a sociotechnical system, employees benefited from improved clarity of 
job descriptions and performance expectations, increased interaction with supervisors, and 
enhanced visibility of near- and long-term job opportunities. Furthermore, ICRC’s decision 
to keep personnel in middle management positions longer supported improved job 
competency, in addition to increased ownership of work projects. Lastly, research of the 
ICRC illuminated that pay-for-performance is not an organizational management strategy 
and, thus, the ICRC uses alternative approaches that are better suited to fit their attribute 
as a purpose-driven organization. 
E. INTERNATIONAL FEDERATION OF THE RED CROSS AND RED 
CRESCENT 
1. Purpose, Principles, and Structure 
Founded in Paris in 1919, the IFRC “coordinates and directs international 
assistance following natural and man-made disasters in non-conflict situations.”281 The 
vision of the IFRC is “to inspire, encourage, facilitate and promote at all times all forms of 
humanitarian activities by National Societies, with a view to preventing and alleviating 
human suffering, and thereby contributing to the maintenance and promotion of human 
dignity and peace in the world.”282 
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Organizationally, the IFRC has three Statutory Bodies—General Assembly, 
Governing Board, and the President of the IFRC—supported by four constitutional 
committees or commissions—Finance, Youth, Compliance and Mediation, and 
Election.283 More specifically, the headquarters are called the Secretariat, which consists 
of regionally-aligned offices—Africa, Americas, Asia-Pacific, Europe, and the Middle 
East and North Africa—as well as Partnerships, Programs and Operations, and 
Management divisions that aid in oversight and coordination between the five regions.284 
The divisions are further divided into three subordinate departments. Given the approach 
of this thesis, the main departments of interest include the Disaster and Crisis Preparedness, 
Response & Recovery department of the Programs and Operations division, in addition to 
the Human Resources Department of the Management division. Leveraging a case study 
analysis of the IFRC conducted by Riitta Lumme-Tuomala, Talent Management in the 
Humanitarian Aid Context, we gained valuable insight into the management of Heads of 
Emergency Operations (HEOps)—full-time employees responsible for immediate 
deployments to lead major emergency operations worldwide—as well as talent and 
performance management initiatives of the HR department.285 
In the view of the thesis, the HEOps are of interest as they represent a small subset 
of IFRC employees who maintain a specific skillset to operate within a niche functional 
area: surge capacity. The definition of surge capacity is “the ‘ability of an organization to 
rapidly and effectively increase the sum of its available resources in a specific geographic 
location’ in order to meet increased demand to stabilize or alleviate the suffering in any 
given population.”286 Furthermore, the HEOps is “a cadre of well-prepared and 
experienced operational leaders that reflects the nature of the Movement, with increased 
and diverse local and regional knowledge, linguistic and cross-cultural skills, amongst 
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others.”287 Similarly, according to the USASOC Fact Book, ARSOF personnel possess 
unique skills that make them “the most adaptive and capable force in the United States 
military, poised to protect the Nation’s interests across the globe at a moment’s notice [and] 
provides the capacity for small and local operations to create strategic global impact.”288 
Although the sample size of the HEOps responsible for surge capacity is relatively small, 
the overlap between the purpose and mission of HEOps and U.S. Army special forces 
officers provides an apt avenue for a micro examination of performance management 
mechanisms and systems of personnel with specialty skillsets operating within the borders 
of a much larger hierarchal structure. 
2. Key Highlights  
Incentives can be used to prompt effort or output in employees, and are either high-
powered or low-powered. By definition, “high-powered incentives are based on output, 
whereas low-powered incentives, such as salary or hourly pay, focus on effort.”289 
Research conducted as part of the thesis yielded no high-powered incentives for HEOps or 
IFRC employees as a whole. Instead, IFRC compensation and benefits were low powered 
in nature. For instance, entry salaries for Geneva-based staff and delegates range from $61k 
to $215k, increasing incrementally following their grade levels A-H.290 Additional 
benefits and allowances include an “annual leave entitlement [of] 30 working days in a full 
calendar year” and 10 official holidays per year, in addition to the potential for other 
competitive benefits including “pension scheme, health insurance, life insurance, accident 
insurance, and loss of salary insurance” based on the “stipulations of the local market and 
national labor law applicable” to the employee’s duty station.291 Pay, benefits, and 
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incentives administered by IFRC adhere to the principles of basic legal contracts, as 
opposed to as a mechanism to draw personnel to or retain employees within the 
organization. 
In the IFRC, markedly among HEOps, mentorship and direct leadership are 
priorities, and their efforts closely parallel the tenets of the Four Drive Theory of Bond & 
Belong. According to the research conducted by Lumme-Tuomala, “The coaching or 
mentoring aspect of the HEOps role is crucial, and a great deal of effort has been targeted 
at developing related skills and designing the mentoring process.”292 The training pipeline 
for HEOps includes a one-year development or introduction program, during which time 
they hold the title developing HEOps (D-HEOps). Throughout the introduction program, a 
seasoned HEOps serves as the mentor of a D-HEOps as part of the organization’s 
“mentoring program.”293 At the onset of the program, the mentee completes a self-
assessment. Subsequently, the mentor and mentee jointly fashion a detailed personal 
development plan, which includes a plan “for appropriate learning and development 
activities” to ensure the D-HEOps seeks out and leverages appropriate opportunities to 
maximize experience while enhancing personal and professional growth.294 Furthermore, 
“one-on-one mentoring sessions are held at least once a month,” with sessions taking place 
more frequently (twice a week) if the D-HEOps is deployed.295 At the end of the 12-month 
introduction program, “the progress of each D-HEOps is reviewed against the personal 
development plan [and], if necessary, a further development plan is then drawn up to ensure 
successful completion of the program.”296 In many cases, the coaching and mentoring 
apparatus was viewed less as a burden and more so as “an effective development tool that 
can even teach the coach or mentor more than the mentee.”297  
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To build organizational capacity and ensure the sourcing of qualified staff with the 
appropriate competencies to the proper positions, the IFRC prioritizes career development 
and job placement. With respect to the identification and development of HEOps, the IFRC 
selects and assigns personnel based on their “experience, references, and self-
assessment.”298 However, throughout the process neither all D-HEOps become HEOps, 
nor are all HEOps suited to remain in their positions. Thus, the organization seeks to find 
alternate work for the personnel, such as in supporting operational roles or “in a leadership 
role in small or medium-scale emergency operations” in which they can still be 
successful.299 The IFRC’s approach provides the institution with increased flexibility 
while offering an opportunity to relocated personnel to remain and succeed within the 
organization. As such, “transparency and fairness in the execution of the career 
development system … can help in establishing trust between both parties [employer and 
employee] to reach the desired organizational outcomes.”300 In summary, the IFRC 
prioritizes performance management practices built on relationships and mentorship, while 
also concentrating on placing the right person in the right job to better facilitate 
organizational success.  
3. Conclusion and Trends 
In brief, the IFRC’s redefined human resources strategy focused on two significant 
elements of performance management: mentorship and job placement. With a desire to 
build a more competent workforce, HEOps demonstrated that individually focused 
interactions between a mentor and mentee could increase both job aptitude and confidence. 
By establishing mentor-mentee relationships in lieu of leader-subordinate relationships, 
HEOps created a culture of trust and an emphasis on both individual and organizational 
goals and performance.  
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Moreover, updated job descriptions, coupled with improved knowledge of the 
global talent pool, enabled IFRC managers to assess individuals based on experience and 
references as well as exhibited motivation and commitment to the organization. The 
focused approach, subsequently, helped the IFRC place employees in appropriate positions 
that maximized an individual’s effectiveness while also increasing operational output. 
F. AMNESTY INTERNATIONAL 
1. Why Amnesty International? 
Amnesty International is a worldwide movement dedicated to protecting humanity 
and human rights. Their performance management practices were of valuable insight in the 
view of the thesis and provided an additional source of input with regard to nonprofit 
organizations’ approaches to human capital management. Many of the similarities that held 
true between USASOC and the International Red Cross and Red Crescent Movement 
ascribe to Amnesty International as well. Thus, the parallels between Amnesty 
International and USASOC require minimal explanation. First, Amnesty International, like 
USASOC, maintains a worldwide presence and is globally focused. Also, members of both 
organizations are attracted to their purpose-driven missions, whose operations focus on the 
care and humane treatment of individuals. Finally, like the ICRC and IFRC, Amnesty 
International was selected as a research subject due to its role as an independent and 
impartial organization. 
2. Purpose, Principles, and Structure 
The purpose of Amnesty International is “to protect people wherever justice, 
freedom, truth, and dignity are denied. [They] investigate and expose abuses, educate and 
mobilize the public, and help transform societies to create a safer, more just world.”301 
Since its establishment in 1961, Amnesty International has expanded operations from 
London-based to regional offices in Africa, Asia-Pacific, Central and Eastern Europe, Latin 
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America, and the Middle East, supporting work at the national level in more than 70 
countries.302  
Amnesty International’s structure includes an International Secretariat, led by the 
Secretary General, in addition to sections, groups, individuals, and networks. Sections are 
responsible for carrying out the work of Amnesty International at the national or regional 
level—Amnesty International currently has sections in more than 70 countries.303 
Individuals support the work of the sections and fall into one of three categories:  
• Members: individuals who pay a membership fee 
• Supporters: individuals who make a donation 
• Activists: individuals who take part in actions such as letter writing, 
signing petitions, and demonstrating.304  
For research purposes, the management of members to include their interactions with 
leaders and mentors is the focus of this portion of the chapter.  
3. Key Highlights 
Businesses, whether for-profit or nonprofit, are not immune to inefficiencies or 
issues with human capital management practices: Amnesty International serves as a recent 
example of how poor performance management practices can result in a toxic working 
environment.305 Consequently, this portion of the chapter investigates Amnesty 
International’s supervisor support and mentorship aspects inherent to the Four Drive 
Theory category of Bond & Belong. In a 2018–2019 Staff Wellbeing Review of Amnesty 
International conducted by the KonTerra Group and led by psychologists, “organizational 
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culture and management failures were the root cause of most staff wellbeing issues.”306 
The review found a severe lack of trust in senior management and ultimately exposed an 
“us versus them” relationship between management and subordinate members of Amnesty 
International.307 During the review process, several management issues repeatedly arose: 
managers who were unavailable, unable, or unwilling to help subordinates prioritize their 
work, or failed to provide effective guidance and connection; alleged abuses of power; 
reports of “bullying and public humiliation as a management tool”; and “discrimination or 
harassment based on race or gender.”308 Understandably, human capital management in 
any nonprofit organization is difficult; nevertheless, Amnesty International’s practices did 
not make mentorship or leadership a priority.  
Of note, according to the review, several staff members reported having a positive 
relationship with their first-line supervisor, thus highlighting “that some managers within 
Amnesty are regarded highly for their compassion and attention to wellbeing.”309 To 
conclude, however, some Amnesty International managers violated the tenets of the drive 
Bond & Belong, as poor performance management practices exposed shortcomings in trust, 
mutual reliance, collaboration, and ownership—the basic components that stem from 
supervisor support and mentorship.  
4. Conclusion and Trends 
Managers at Amnesty International shaped a toxic culture and divided the 
workforce through weak or seemingly absent mentoring and development programs. 
Employees viewed manager support as subpar, thus, driving a divide between subordinates 
and leaders. Not only did the fractures in organizational trust and collaboration impair 
individual performance, but it also threatened to weaken Amnesty International’s global 
salience as a human rights protector. Amnesty International understands there is no perfect 
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solution to the problem. However, they are exploring the implementation of mentorship 
programs to help address and resolve existing grievances between leaders and 
subordinates. 
G. PERFORMANCE MANAGEMENT TRENDS FROM NONPROFIT 
ORGANIZATIONS 
The study of nonprofit organizations (International Committee of the Red Cross; 
International Federation of the Red Cross and Red Crescent Societies; and Amnesty 
International) provided a more holistic understanding of the manners in which institutions 
with similar missions leverage performance management mechanisms, processes, and 
apparatuses to motivate and retain their human capital. Viewed in the context of the levers 
of Acquire & Achieve (Incentives, Rewards, and Recognition); Bond & Belong 
(Supervisor Support and Mentorship); and Challenge & Comprehend (Career 
Development and Job Placement), numerous performance management priorities appeared 
repeatedly.  
First, in purpose-driven organizations, the employees have a strong service 
orientation. As a result, they value more “intrinsic rewards as opposed to salary or job 
security.”310 Nonprofit employees are attached to the organizational mission and strive to 
claim “that they personally contribute to fulfilling those missions.”311 Thus, the lever of 
Acquire & Achieve bears little influence in nonprofit organizations.  
Secondly, as viewed by the successes and failures highlighted within the case 
studies, supervisor support and mentorship inherent to the drive Bond & Belong must be 
an organizational priority. As demonstrated by the ICRC and IFRC, “Mentoring can help 
to attract and keep talented employees, reduce turnover, and increase productivity. It also 
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accelerates an employee’s contribution to productivity.”312 While leadership can “create a 
healthy culture and ensure that values are ‘lived.’”313 On the contrary, as witnessed with 
Amnesty International, neglected supervisor support and mentorship practices bring with 
them the potential for not only a lack of trust in leadership and management, but also may 
leave the employees believing they are not of value or a priority to the organization.314  
Lastly, in line with the drive Challenge & Comprehend, the proper selection, 
management, and development of employees with regard to their careers benefit both the 
individual and the organization. As revealed by the ICRC and IFRC, candidness and 
transparency in the requirement to relocate or reassign personnel if necessary are vital to 
ensuring the right people are in the right jobs to maximize the effectiveness of the 
employee’s potential. Moreover, the close tracking of training will ensure employees are 
properly qualified before the institution assigns them to a position. In brief, how nonprofit 
organizations approach performance management, including their systems and 
mechanisms, can be beneficial for USASOC. 
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V. MILITARY ORGANIZATIONS 
This chapter of the thesis examines performance management in the context of 
military organizations by analyzing Naval Special Warfare (NSW), the U.S. Army 
Aviation Branch, and the British Army. Analysis of performance management within 
military organizations is directly applicable to USASOC as they are all governed by the 
federal regulations of their respective country; thus, they provide a close comparison to 
USASOC as an organization. Additionally, analogous to USASOC, corollaries of military 
organizations are globally responsible and distinguished as purpose-driven organizations. 
For the purpose of this thesis, we paid specific attention to performance management 
practices affecting mid-grade personnel. While the military implements various methods 
of performance management according to the status of the employee (Active-Duty, 
Reserve, or National Guard), the focus of this chapter is to address only the performance 
management of active-duty military members. The selection of military case studies 
provides an analysis of the performance management methods and practices within SOF 
(NSW), other U.S. military organizations (Army Aviation Branch), and foreign militaries 
(British Army) to illustrate similarity/differentiation with USASOC.  
As Naval Special Warfare, U.S. Army Aviation Branch, and the British Army are 
subject to the human resources and performance management processes of their service 
component, special attention is paid to identifying performance management practices that 
are common-to-all within the service component and differentiating performance 
management practices of the selected organization themselves to meet the unique needs of 
their employees.  
First, NSW implements a substantial rewards program, identifies and selects top 
performers for competitive graduate education programs, and invests in life-long learning 
opportunities to retain its abnormally high initial investment in human capital and place 
qualified personnel in positions of heightened responsibility. 
Next, heavily impacted by incentives offered by the commercial airline industry, 
U.S. Army Aviation Branch revised its performance management practices in 2017 in 
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accordance with HQDA EXORD 139–17.315 As a result, Army Aviation reformed its 
performance management efforts to create a competitive rewards systems and, in an effort 
to improve succession planning, extended stability at duty locations for pilots. 
Additionally, Army Aviation’s continued utilization of warrant officers as its primary 
source of pilots illustrates unique job-design within U.S. military services in the creation 
of dedicated career paths.  
Lastly, although currently in the process of developing a comprehensive approach 
to performance management under Programme CASTLE, the British Army’s recent reform 
to its rewards system and implementation of long-term contracts provides job flexibility 
and security to its employees while simultaneously enhancing development opportunities 
and succession planning for the British Army. Unique to the British Army case is its size 
in comparison to USASOC, thus providing a review of large-scale performance 
management practices within a military organization. 
A. DEFINING FEATURES OF A MILITARY ORGANIZATION 
Like large, global for-profit and nonprofit organizations, military organizations 
have advanced their performance management practices over the years to recruit, develop, 
and retain employees that are prepared for evolving challenges in a global setting. Aligning 
more with nonprofit organizations, the purpose-driven mission of military organizations 
attracts a workforce motivated by intrinsic reward. Comprised of an all-volunteer force, 
employees are driven by passion for what they are doing rather than by pay. The efforts of 
the organization and its members aspire to serve/defend society.  
Although military organizations share attributes with for-profit and nonprofit 
organizations, they are distinguishably different. Unique to military organizations is their 
mission and the government’s role in governing and regulating their processes. As noted 
in a study of enhancing organizational performance, conducted by the National Research 
Council, “The military is the only organization with the mission to destroy and kill enemies 
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of the nation.”316 Additionally, pursuant to the U.S. Constitution, it is the U.S. Congress 
that retains oversight and approval of a myriad of U.S. military organizational processes 
including structures, plans and programs, budgets, personnel policies, promotion criteria 
for senior leaders, and organizing the chain of command.317 The personnel that comprise 
the labor force in military organizations are subject to a more burdensome lifestyle than 
most private-sector organizations. 
Military members experience “loss of personal freedom, exposure to danger, long 
periods of family separation, and a host of other factors inherent in military service.”318 
Another distinguishable difference of U.S. military organizations is their members are 
subject to military law under the Uniform Code of Military Justice. Military organizations 
must consider the similarities and differences between themselves and the private sector 
when considering performance management approaches. 
B. WHAT IS UNIQUE ABOUT PERFORMANCE MANAGEMENT IN THIS 
SECTOR? 
The U.S. military’s “up-or-out” policy starkly contrasts with the majority of for-
profit and nonprofit organizations’ performance management policies. Since the Officer 
Personnel Act passed in 1947, a defining characteristic or output of performance 
management within the military has been the “up-or-out” policy, which not only terminates 
a military member’s employment/career, but also disqualifies the military member from 
future military benefits including retirement pay and/or future medical benefits. This has 
recently changed through the implementation of the new Blended Retirement System by 
the U.S. military. The up-or-out policy within the military mandates that officers not 
selected for promotion are removed from service. The previous “cliff vesting” retirement 
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system of the military made the DOPMA separation mandate exceptionally financially 
hurtful.319 In other words, if an officer was a “non-select” for promotion, he or she 
departed without retirement benefits. Although not the direct focus of this chapter, the “up-
or-out” promotion policy is applicable as it is heavily impacted by the military’s 
performance appraisals. Each service component utilizes a performance appraisal method 
in which one to three (Rater, Intermediate Rater, and Senior Rater) personnel evaluate the 
performance of a given officer. The singularity of input on performance appraisals differs 
from the various inputs used in the private sector as referenced in the for-profit 
organizations chapter. 
Performance management practices within military organizations use similar 
concepts as organizations in the private sector, but due to government-enforced regulations 
and law, are more constrained by how they meet the needs of the employee and the 
organization. Contrary to for-profit organization employers, there is no bottom-line or 
profit margin to incentivize employee performance. Unlike the private sector, U.S. military 
organizations are regulated to a limited number of mid-grade professionals. Congress 
places statutory limits within each service for the total number of officers at grade O-4 and 
higher.320 Lastly, and perhaps only pertaining to military employees, “employee 
dissatisfaction cannot always be translated into immediate resignation or separation from 
duty.”321 A general discharge can be sought by the individual or the command and is non-
punitive, but can have negative consequences in the civilian sector. Although uniformity 
in military service components’ authorizations and personnel practices is provided by law, 
further analysis of military organizations is helpful to identify differentiation in 
performance management practices throughout military organizations.  
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C. NAVAL SPECIAL WARFARE 
1. Why Naval Special Warfare? 
The role and demands on special operations forces (SOF) in the U.S. defense 
strategy have steadily increased during the previous two decades of conflict. As a sister 
component of USASOC within USSOCOM, Naval Special Warfare is optimal for 
comparison to USASOC. The primary similarities between NSW and USASOC are their 
global focus and responsibility, their personnel and capabilities, and shared special 
operations core activities. With a global scope, “NSW provides an effective means to apply 
counterforce in conjunction with national policy and objectives in peacetime and across 
the spectrum of hostilities from peacetime operations to limited war to general war.”322 As 
mandated by Special Operations Joint Publication 3-05, all SOF personnel are required to 
complete a “rigorous selection process” and “maintain regional, cultural, and linguistic 
specialties.”323 Additionally, NSW and USASOC both maintain the following core 
activities:  
1. Direct action 
2. Special reconnaissance 
3. Countering weapons of mass destruction 
4. Counterterrorism 
5. Unconventional warfare 
6. Foreign internal defense 
7. Security force assistance 
8. Hostage rescue and recovery 
9. Counterinsurgency 
10. Foreign humanitarian assistance 
11. Military information support operations 
12. Civil affairs operations324 
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NSW is comprised of approximately 10,000 employees ranging from active duty, reserves, 
enablers, and civilians.325 Lastly, NSW was an ideal selection as it operates under identical 
mandates and laws as USASOC. 
2. Purpose, Principles, and Structure 
Founded in 1987, Naval Special Warfare Command is the naval component 
command subordinate to USSOCOM tasked with preparing and deploying “individuals, 
elements and forces with capability across the spectrum of defense, from cooperation to 
combat.”326 According to its mission, NSW “recruits, organizes, mans, equips, trains, 
educates, sustains, and maintains combat readiness; and deploys assigned [active 
component] and [reserve component] Naval Special Warfare (NSW) forces and personnel 
to accomplish special operations missions assigned by [Commander of USSOCOM] and/or 
[Geographic Combatant Commanders] employing SOF.”327 In addition to supporting 
special operations, NSW is also tasked with fleet support operations. The overarching 
purpose of this organization is to prepare and manage Naval SOF in accordance with 
USSOCOM guidance to achieve objectives of U.S. national defense priorities. 
The Navy SEAL ethos illustrates the principles that drive the members of NSW, 
which represent courage, pride, and unwavering loyalty to the country and their purpose. 
Driven by the motto, “the only easy day was yesterday,” members of NSW are highly 
motivated individuals and renowned warriors. NSW members embody the values of honor, 
integrity, character, and discipline.328 
Structurally, NSW includes six NSW Groups, an NSW Center, and NSW 
Command.329 The six NSW Groups are tasked with preparation, deployment, and support 
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of NSW forces.330 The NSW Center is tasked with the selection and training of NSW 
personnel. NSW Command maintains oversight of its subordinate elements.331 Lastly, in 
addition to the six NSW Groups, there is an additional NSW Development Group tasked 
with testing and developing and development of technology and tactics for NSW.332 As a 
service component command, NSW is subject to the HR and performance management 
practices of the Navy writ large. The Bureau of Naval Personnel (BUPERS) is the 
department responsible for all HR and performance management practices as outlined by 
federal law processes internal to the Navy.  
3. Key Highlights 
Similar to USASOC, NSW must operate in accordance with DOPMA and the more 
recent revisions provided for by the 2019 National Defense Authorization Act. These laws 
do not dictate performance management practices; however, they do provide the structure 
and constraints within which NSW and other elements of the DoD must operate. For the 
purpose of this thesis, it is valuable to examine how different military organizations 
operating within the same construct, practice differing forms of performance management. 
As stated by the Chief of Naval Personnel and the Deputy Chief of Naval Operations to the 
House Armed Services Committee, NSW has historically been challenged with officer 
retention.333 NSW continues to reform its approach to performance management to retain 
“expertise to preserve [their] competitive advantage in the maritime security 
environment.”334 
As described in Chapter I, the drive to Acquire & Achieve can serve as a compelling 
form of motivation for employees; a unique incentive used by NSW to appeal to this drive 
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is its use of special and incentive (S&I) pays. Service components are authorized to 
implement S&I pays for personnel with critical skillsets within military organizations 
according to DoD Financial Management Regulation, Vol. 7A: Military Pay Policy—
Active Duty and Reserve Pay (DoD 7000.14-R).335 As of 1999, all SOF officers have been 
eligible to receive Special Warfare Officer Continuation Pay as an incentive for continued 
service or retention in their current skillset, however only NSW has selected to utilize this 
approach.336 NSW’s Naval Special Warfare Officer Continuation Pay program is offered 
in two phases to address NSW officer retention throughout their careers.337 Phase I 
becomes available to NSW officers between six and nine years of service.338 At this time, 
qualifying personnel may sign a contract with a duration of three to five years of service 
accompanied by a maximum of $50,000 throughout the term of the contract paid evenly 
on an annual basis.339 From 2006–2019, Phase I resulted in a 76 percent retention rate of 
NSW’s human capital.340 Phase II becomes available to NSW officers between 10 and 14 
years of service.341 At this juncture, qualifying personnel may sign a contract with a 
duration of three to five years accompanied by a maximum of $125,000 throughout the 
term of the contract paid evenly on an annual basis.342 Phase II, initiated in 2017, resulted 
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in a 58 percent retention rate of NSW officers from 2017–2019.343 Currently, NSW is 
requesting an increase to Phase II continuation pay to raise NSW officer retention to a 
projected 73 percent.344 Other monetary incentives for employees, such as base pay by 
grade and specialty pays for activities such as parachute, dive, or demolitions, are 
commensurate with other similar organizations, including USASOC. 
In 2018, BUPERS initiated a Navy-wide reverse mentorship program designed to 
provide personal and professional development for junior leaders. The intent of this 
program is “to build awareness of biases and barriers in the Navy by pairing senior leaders 
(mentees) with more junior Sailors (mentors).”345 Reverse mentorship is aimed at bridging 
the generation gap between senior and junior leaders and functions along a spectrum. By 
pairing with junior leaders, senior leaders are able to gain perspective on “inclusive 
leadership through improved understanding; and innovation through increased idea-
sharing.”346 On the opposite side of the spectrum, junior leaders gain a “heightened 
awareness of fleet issues and climate,” and are empowered through development and 
learning from the wisdom of the senior leaders.347 The program is not mandatory, yet it is 
highly encouraged as a method of avoiding costly mistakes previously experienced by now 
senior leaders and it demonstrates the Navy’s intent to build capable leaders for the future. 
Additionally, this program allows for non-direct supervisors to assist junior leaders in the 
establishment of goals and create plans on how best to reach one’s potential. Although 
available to NSW, it is important to note that this is not an NSW-specific program. 
To address future challenges, NSW invests in the professional development of its 
officers to prepare the organization for success. The Chief of Naval Operations stated, 
“Education is a strategic investment in the future capabilities of the Naval Service…that 
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directly links education funding to strategy and strengthens our ability to provide the right 
education opportunities to the force for both current and future missions.”348 A premium 
is being placed on the education of the force according to the most recent guidance 
provided by the Joint Chiefs of Staff in Developing Today’s Joint Officers for Tomorrow’s 
Ways of War: The Joint Chiefs of Staff Vision and Guidance for Professional Military 
Education & Talent Management: 
There is more to sustaining a competitive advantage than acquiring 
hardware; we must gain and sustain an intellectual overmatch as well. The 
agility and lethality of the force must be applied appropriately to deter, fight, 
and win against adversaries who have studied our methods and prepared 
themselves to offset our longstanding military superiority. This cannot be 
achieved without substantially enhancing the cognitive capacities of joint 
warfighters to conceive, design, and implement strategies and campaigns to 
integrate our capabilities globally, defeat competitors in contests we have 
not yet imagined, and respond to activity short of armed conflict in domains 
already being contested.349 
In addition to mandatory Professional Military Education (PME) and Joint Professional 
Military Education (JPME) throughout an NSW officer’s career, it is also the expectation 
that field grade officers attain a master’s degree to encourage life-long learning and career 
development. According to an assessment conducted by RAND entitled Evaluating Navy’s 
Funded Graduate Education Program: A Return-on-Investment Framework, the Navy 
utilizes education to “support requirements for officers with specific subspecialty skills, 
encourage professional knowledge and technical competence, provide recruitment and 
retention incentives and recognize aspirations of individuals” as part of their performance 
management approach.350 In addition to being eligible for Navy-wide education programs, 
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NSW owns several graduate education programs.351 NSW graduate programs are selected 
with the intent of returning advanced education to the organization in one of several 
disciplines to include: Defense Analysis, Business Administration, Public Policy, Regional 
Studies, Oceanography, etc.352 The graduate programs offered by NSW are highly 
competitive. NSW uses this as a performance management technique as applicants are 
screened and highly scrutinized for selection.353 Only top performing applicants 
(approximately 25 slots) are afforded the opportunity to attend these programs.354 
Investing in extraordinary educational opportunities of its top performers, NSW elevates 
the quality and future potential of its personnel and its organization. 
4. Conclusion and Trends 
To summarize, NSW implements substantial monetary incentives and advanced 
educational opportunities throughout the careers of its officers to retain its investment in 
human capital and develop its personnel and organization. The screening and selection of 
NSW officers to attend sponsored graduate education programs serves to identify top 
performers for program participation and future job succession planning into positions of 
heightened responsibility. NSW’s use of monetary incentives to retain human capital 
indicates success at six to 10 years of service, but is currently recommended for reform for 
servicemembers from 11–14 years of service. Lastly, failing to capitalize on the experience 
of more senior leaders within the organization, NSW lacks organization-specific leadership 
development or mentorship programs.  
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D. UNITED STATES ARMY AVIATION BRANCH 
1. Why United States Army Aviation Branch? 
The United States Army Aviation Branch provides critical capability to the 
combined arms fight by enabling air-to-ground operations during the conduct of unified 
land operations.355 The Armed Forces is losing pilots and failing to reach/maintain 
requisite retention rates to support current and future operations. In a report to the 
Congressional Armed Services Committee in 2019, it was highlighted that “significant 
increase in airline hiring posture, generous compensation packages, and the promise of 
greater control of one’s work schedule appear to be significant drivers of military pilot 
attrition.”356 Specific to Army Aviation, “reduced budgets and sequestration led the Army 
to suppress Aviation warrant officer accessions between 2010–2017, resulting in a shortfall 
of pilots within those year groups.”357 Further injuring the readiness of Army Aviation, 
forecasts of pilot shortages fell short of actual numbers.358 Recent shortages in retention 
have prompted Army Aviation to implement new performance management practices to 
address the needs of its employees. Additionally, the Army Aviation case highlights the 
need for military organizations to implement performance management practices of 
unique/technical skillsets that are competitive with the private sector to retain its human 
capital. 
Like USASOC, Army Aviation is an organization that is in high demand, 
experiences a high operational tempo, abstains from lateral entry due to the technical 
proficiency related to the job, and invests considerably in the development of its 
employees. As a military organization, shared attributes include global scope and 
responsibility and the intrinsic motivation of its employees to align with a purpose-driven 
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organization. Although each organization retains its individual sub-cultures, they share  
the culture of the U.S. Army as a whole. In summary, there are frequent touchpoints 
between elements of USASOC and Army Aviation as they often work closely together in 
deployed environments. 
2. Purpose, Principles, and Structure 
Founded in 1983, the mission of Army Aviation “is to find, fix, and destroy any 
enemy through fire and maneuver and to provide combat support and combat service 
support in coordinated operations as an integral member of the combined arms team fully 
integrated within joint operational framework.”359 The purpose of Army Aviation is 
further highlighted through its utilization of technological capabilities to provide the 
combined arms team the following seven core competencies: 
1. Provide accurate and timely information collection 
2. Provide reaction time and maneuver space 
3. Destroy, defeat, disrupt, divert, or delay enemy forces 
4. Air assault ground maneuver forces 
5. Air movement of personnel, equipment, and supplies 
6. Evacuate wounded or recover isolated personnel 
7. Enable mission command over extended ranges and complex terrain360 
The principles that provide the culture for not just Army Aviation, but for the Army as a 
whole are the Army core values: loyalty, duty, respect, selfless service, honor, integrity, 
and personal courage.361 These principles are key artifacts in the culture of the U.S. Army. 
Structurally, Army Aviation is comprised of nine Combat Aviation Brigades tasked 
with supporting Army divisions throughout the force. The make-up of each CAB is 
designed to provide airframes capable of providing the seven core competencies to the 
units they support and can be augmented for mission-specific purposes.362 The HR 
 
359 Army Aviation, “Modern Aviation,” U.S. Army, accessed September 6, 2020, 
https://www.army.mil/aviation/modern/index.html#:~:text=Aviation%20became%20a%20basic%20branch
,arms%20team%20fully%20integrated%20within. 
360 Department of the Army, Army Aviation. 
361 “Army Values,” U.S. Army, accessed October 23, 2020, https://www.army.mil/values/. 
362 Department of the Army, Army Aviation. 
 
104 
department equivalent for Army Aviation is Army Human Resources Command. As a 
component of the DoD, Army human resources and performance management initiatives 
must be in accordance with the limitations of federal law and internal processes of  
the Army.  
3. Key Highlights 
Commercial airlines’ ability to provide pilots greater opportunity by implementing 
performance management practices that address Acquire & Achieve and Challenge & 
Comprehend is making it difficult for the Army to retain pilots.363 To identify the needs 
of the force, the U.S. Army Aviation Center of Excellence conducted a survey revealing 
that “family stability, compensation, and job satisfaction are critical elements of a pilot’s 
decision to remain in service.”364 Data from multiple studies, draws attention to the 
correlation between shortfalls of military pilot retention and commercial airline hiring.365 
This chapter highlights the performance management changes Army Aviation made to 
address retention shortages of pilots in the short- and long-term. 
Providing monetary compensation and reward systems, addressing motivations of 
the drive to Acquire & Achieve, commensurate with the private sector for critical skillsets 
within any military service component is a constant challenge. As covered in Chapter I, 
appealing to a singular category of motivation within the Four Drive Theory will rarely 
solve an organization’s problem in-regard-to performance management practices. 
However, one universal tool utilized throughout all components of the military to 
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compensate employees for critical and/or non-traditional skill sets is S&I pays. Expanding 
gaps between compensation for commercial airline pilots compared to that of Army 
aviators forces a continuous re-evaluation of military compensation efforts. Attempting to 
impact future retention, the Army published HQDA EXORD 139–17 which, among other 
initiatives, authorized increases in S&I pays and promotion opportunities to encourage 
pilots to continue service in the military.366 Although no data is currently available to 
indicate the effect on retention, this order authorized an increase of aviation incentive pay 
from $840 to $1000 per month and an increase in the aviation bonus cap from $25,000 to 
$35,000 per year depending on service agreement and airframe.367 Of note, based on a 
study published by RAND prior to recent increases in S&I pays, the new cap on bonuses 
already falls short of the recommended amount within the study.368 Recognition of and 
compensation for unique skillsets and professions demonstrates the Army’s performance 
management efforts to appeal to employees driven by the drive to Acquire & Achieve. It 
is unlikely that the military will be able to replicate monetary incentives offered in the 
civilian market. Instead, performance management practices within the Army, specifically 
Army Aviation, seek to appeal to other non-monetary incentives to address the needs and 
desires of its employees. 
Currently failing to meet the drive to Bond & Belong, neither Army Aviation nor 
the Army writ large implement a formal mentorship program. A 2012 survey conducted by 
the Center for Army Leadership indicates that leaders do not receive adequate 
mentorship.369 In 2005, the Army G-1 created and launched a web-based interactive 
platform known as the Army Mentorship Program.370 The initiative was an effort to 
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connect mentors and mentees and enable them to engage in developmental processes, thus 
resulting in more knowledgeable and empowered leaders. After two years, reports 
indicated that less than one percent of Army personnel were utilizing web-based 
mentorship programs.371 Despite strong evidence supporting the positive impact of 
mentorship programs in leader development and consequently retention, the Army has yet 
to create and mandate a uniform method of mentoring and providing support to its 
members.372 By not developing and adhering to a formal mentorship program, the Army 
misses the opportunity to appeal to the drive to Bond & Belong and maximize development 
of its personnel.  
Army Aviation maximizes employee utility in achieving organizational objectives 
through optimal job-design/job-placement by creating career tracks that enable personnel 
to pursue dedicated career paths. In a report to the Congressional Armed Services 
committees in 2019, “developing a career track for Armed Forces aviators that would allow 
continuous flying duties” was indicated as a desired performance management 
objective.373 A unique practice of Army Aviation is the use of a majority warrant officer 
pilot force: “Nearly 70 percent of all aviation positions within the U.S. Army are filled by 
Warrant Officers.”374 The use of warrant officers as pilots in Army Aviation allows the 
development of technical expertise throughout a career pursuing mastery in a given skillset. 
Warrant officers enjoy a longer tenure of job position and focused responsibility on a 
chosen profession, enabling them to become proficient in their job. Selecting a career track 
that allows for life-long flight duty is mutually beneficial for the employee and the 
employer: “Replacing an experienced pilot at the end of his or her initial obligated service 
commitment (10–12 yrs. of service) will take a minimum of six to eight years of training 
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and experience and millions of dollars for every pilot lost.”375 To further appeal to the 
needs of its employees, Army Aviation attempts to increase stability for pilots and their 
families by extending the traditional assignment length to decrease undue burden on 
members and their families.376 Extending assignments for warrant officer pilots also 
allows Army Aviation to better project force requirements as they pertain to each airframe. 
By creating unique job positions, providing opportunity to develop mastery in a given 
skillset, and assigning the right individual to the right position Army Aviation is 
implementing processes to “attract, develop, deploy, and retain talent” to achieve the 
organization’s objectives.377 
4. Conclusion and Trends 
Although lacking a strong approach to the drive to Bond & Belong, Army Aviation 
continuously reviews and refines methods to address the organization’s current and future 
requirements. In a profession involving a highly technical skillset with extremely limited 
ability for lateral entry, Army Aviation places tremendous emphasis on ensuring the 
rewards system and job-design, combined with the intrinsic motivations of its pilots, is 
sufficient to meet the needs of the workforce. While updates to the rewards system require 
performance management investment via budgetary means from the Army, it is the Army 
Aviation organization that invests in its personnel through job design. Unique to other U.S. 
service branches, Army Aviation’s use of the warrant officer program to enable flight-
centric career paths enables personnel to pursue a career in their chosen profession. This 
provides the organization with the requisite, appropriately trained personnel to meet its 
objectives and support the needs of the Army. Currently, Army Aviation lacks an 
organization-specific mentorship program. 
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E. BRITISH ARMY 
1. Why the British Army? 
The British Army, as a component of the British Armed Forces, is dedicated to the 
defense of the United Kingdom (UK) and the support of British international efforts. The 
British Army’s performance management practices and processes to achieve 
organizational success are particularly valuable in comparison to USASOC. Many of the 
similarities between USASOC and the two previous cases (Naval Special Warfare and 
Army Aviation) continue to be evident with the British Army as well. First, the British 
Army maintains a presence throughout the world and functions with a global focus and 
scope. In addition, with a strategic end-state in mind, the British Army is comprised of 
individuals motivated by purpose-driven organizations. Lastly, the British Army was 
selected as a case study due to its status as a U.S. ally and partner. 
2. Purpose, Principles, and Structure 
The purpose of the British Army is to provide forces in support of: “peacetime 
security, security of the overseas territories, defense diplomacy, wider British interests, 
peace support and humanitarian operations, regional conflict outside the NATO area, 
regional conflict inside the NATO area, and operations in response to a strategic attack on 
NATO.”378 In accordance with British defense policy, the British military is used for 
conflict prevention, crisis management, combat operations, and deterrence of 
aggression.379 The principles that guide members of the British Army are analogous to 
those of USASOC and the U.S. Army. The British Army’s core values are “selfless 
commitment, respect for others, loyalty, integrity, discipline, and courage.”380 Its guiding 
standards are to be lawful, behave appropriately, and be professional.381 
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The British Army is comprised of over 100,000 personnel consisting of service 
members and civilian employees.382 It has a hierarchical structure consisting of a Field 
Army and a Home Command. The Field Army “is responsible for generating and preparing 
forces for current and contingency operations.”383 The Home Command is a supporting 
command responsible for “recruiting, training and enabling the Field Army.”384 The HR 
equivalent for the British Army is the Military Secretariat, which is responsible for all 
human resources and personnel management policies and practices within the British 
Army. 
3. Key Highlights 
The British Army is experiencing a retention problem impacting its ability to 
adequately man its force and achieve its mission. In a 2018 report, the National Audit 
Office announced that the Army was down by 4,000 troops.385 As a result, the British 
military began an initiative known as Programme CASTLE intended to revamp the 
performance management practices within the British Armed Forces. As published in The 
British Army Newsletter, “Programme CASTLE is designing attractive, relevant and 
sustainable career pathways which deliver greater organizational agility and individual and 
institutional choice.”386 Reform under Programme CASTLE will address the following 12 
topics with an intent to address service members’ drive to Acquire & Achieve, Bond & 
Belong, and Challenge & Comprehend:  
1. Value and Reward Strategy 
2. Spectrum of Service 
3. Transparency and Empowerment 
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4. Career Structures 
5. People Capability 
6. Professional Development 
7. Simplicity and Coherence 
8. Competency Framework 
9. Evaluation and Assessment 
10. Career Management 
11. Capability Groups 
12. Defense Interfaces387  
To aid in the understanding of perceptions throughout the force to facilitate this initiative, 
Programme CASTLE is utilizing data collected from current and previous Armed Forces 
Continuous Attitude Surveys (AFCAS) which have been implemented annually since 
2008.  
Attempting to address members’ drive to Acquire & Achieve, the British Army 
implemented recent changes to its pension program. As a form of compensation, pension 
systems provide the incentive of financial stability later in life. Prior to 2015, the military 
used a final salary pension scheme. Under this program, the “calculation of your pension 
benefits is based on the greatest amount of pensionable earnings you received for 365 
consecutive days over the last 3 years of reckonable service.”388 As of 2015, the Armed 
Forces Pension Scheme adheres to a career average revalued earnings system. Under this 
system, the pension amount begins to accrue on the first day of service and increases 
annually with inflation throughout a service member’s career.389 This update to the 
compensation of military members provides commensurate pension amounts for those who 
remain in service for a full career and also provides a higher pension amount for individuals 
who do not serve a full career in the military.  
Promotion and appraisal systems are areas in which the British military fails to 
address the drive to Acquire & Achieve of its employees. According to Wavell Room, a 
popular British military journal, the British military continues to utilize an antiquated 
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promotion system that champions tenure over talent.390 Frustration in the British Army’s 
appraisal and promotion systems is supported by the results of the 2018 AFCAS. 
According to the data, only 40% of service members are satisfied with the fairness of the 
appraisal system and only 33% are satisfied with the promotion system.391 As a result of 
these negative statistics, the promotion and appraisal systems will be a prominent focus of 
Programme CASTLE. Unfortunately, Programme CASTLE is still in its infancy, thus not 
providing elaboration on the reforms or metrics of their success. 
Developing personnel and designating the right person for the right job is a 
challenge for any organization. In 2015, the British Army implemented a new policy that 
aided subordinate commanders in their ability to develop and assess personnel.392 Prior to 
2015, initial commission lengths of three years required junior officers to receive an 
extension recommendation within their first year of service if they desired to stay 
longer.393 Beginning in 2015, the British Army improved its job-design, appealing to the 
drive to Challenge & Comprehend, by offering a 12-year service commission.394 This 
performance management reform served both the organization and the individual. 
Organizations received a longer commitment from its service members allowing for 
development, assessment, and appropriate placement into future job positions. The 
individuals benefited from the extended job security. 
4. Conclusion and Trends 
A decrease in retention rates in recent years is causing the British military to 
reconsider the processes, methods, and techniques it utilizes to meet the needs of its force. 
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Recognizing that no singular approach will suffice to satisfy current frustrations with 
performance management endeavors within the British Army, Programme CASTLE is 
intended to conduct a holistic approach to satisfying the varying motivational drives of its 
employees. The British Army continues to seek cost effective ways to incentivize its 
service members, but recent updates to the pension system successfully appeals to the drive 
to Acquire & Achieve. However, the performance appraisal system, which is tied to the 
promotion system, is outdated and fails to truly leverage talent. Long service contracts 
appeal to service members seeking job security, thus addressing the drive to Challenge & 
Comprehend, and provide the military better opportunity to assess and develop the talent 
and potential of its personnel. Longer periods of assessment and development will better 
enable the British military to conduct succession planning in appropriate career paths for 
its personnel. 
F. PERFORMANCE MANAGEMENT TRENDS FROM MILITARY 
ORGANIZATIONS 
Examination of military organizations (Naval Special Warfare, Army Aviation 
Branch, and the British Army) provided an appropriate lens to examine the processes and 
performance management practices of organizations that share organizational and 
structural characteristics similar to USASOC. Considered through the lens of the levers of 
the Four Drive Theory, certain consistencies throughout military organizations appeared 
universal.  
First, in terms of Acquire & Achieve, all three organizations implement some form 
of compensation incentive with the intent of positively affecting retention. In an attempt to 
retain large initial investment in its employees, differentiate compensation for critical 
skillsets, compete with the civilian market, and compensate personnel for the inherent 
burden of a military lifestyle, military organizations seek to adequately meet the financial 
needs of its employees. 
Next, in terms of Bond & Belong, a consistent finding was that sponsorship and 
mentorship programs are valued, but not a priority. The organizations examined fail to 
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maximize the benefit of developing their personnel and developing leaders through formal 
mentorship programs. 
Lastly, in terms of Challenge & Comprehend, these three organizations consistently 
implemented performance management practices to provide career development and 
improve job placement. The organizational investment into educational opportunities aim 
to place the right person with the right capabilities into the right job. The creation of job 
positions that enable long-term focus on a given skillset to develop mastery increases job 
satisfaction of the individual and ensures positive organizational performance. Lastly, 
longer service contracts allow for individual development and provide greater employee 
utility to the organization. As a result, this provides organizations the ability to improve 
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VI. BRINGING IT ALL TOGETHER: A HOLISTIC ANALYSIS 
OF USASOC’S PM PRACTICES 
In this chapter, we combine the trends from our qualitative research in Chapters 
III–V with the data garnered from the U.S. Army Special Forces Officer Talent 
Management Survey conducted in 2020. When combined, the trends and survey results 
provide a frame of reference through which we subsequently examine the effectiveness of 
USASOC’s current performance management practices, which Chapter II described in 
detail. We conduct all analysis in the context of the motivational drives of Acquire & 
Achieve, Bond & Belong, and Challenge & Comprehend, with each drive maintaining a 
section within this chapter. Each bin-specific section: 1) highlights major performance 
trends identified during case study research; 2) calls attention to USASOC and Army-
specific literature and practices that address the trends; 3) focuses on survey data pertinent 
to the trends; and 4) analyzes the effectiveness of USASOC’s current framework to 
properly attend to the trends. At the conclusion of this chapter, we are better prepared to 
provide recommendations on how USASOC can leverage its performance management 
systems to maximize the performance and retention of its human capital. 
A. ACQUIRE & ACHIEVE (INCENTIVES, REWARDS, AND 
RECOGNITION) 
The motivational drive to Acquire & Achieve is central to reward systems as 
organizations attempt to differentiate between good and poor performers and tie rewards 
to performance. It is true that, as we discussed in Chapter I, studies demonstrate that using 
rewards, incentives, and recognition is not a consistently effective way to motivate 
employees; in some cases, it even results in reward-fixation, where employees prioritize 
receipt of rewards over the accomplishment of organizational goals.395 However, when 
leveraged appropriately, the drive to Acquire & Achieve can be an influential lever for 
organizations to improve employee performance. The case studies in Chapters III–V 
identify two trends for organizations to consider when implementing processes or systems 
 




designed to tap into the drive to Acquire & Achieve: 1) employees manifest the behaviors 
and priorities that their parent organization rewards, and 2) fair and transparent rewards 
systems are essential components for a positive organizational culture. 
1. Acquire & Achieve Trend #1: Employees Manifest the Behaviors and 
Priorities that Their Parent Organization Rewards  
As indicated by the for-profit case studies, employees exhibit the behaviors and 
priorities that their organizations systemically reward. Espoused values, however, bear 
little to no influence on employees’ behaviors and priorities unless the organizations’ 
rewards system is consistent with those values. 
Jeff Bezos’ rewards system can serve as a model for USASOC. Bezos intentionally 
rewards employees whose behaviors and priorities reflect Amazon’s 14 Leadership 
Principles, begetting a strong culture of purpose founded in espoused values. In doing so, 
Amazon creates a positive feedback loop that reinforces employees’ behaviors and 
priorities that are in keeping with the long-term organizational priorities of innovation and 
putting the customer first. The company deliberately identifies high performers as 
employees whose behaviors and priorities are most consistent with the 14 Leadership 
Principles. Amazon rewards high performers with promotions and development 
opportunities and terminates low performers. However, unique to the military is the lack 
of lateral entry opportunities. Unlike Amazon, USASOC cannot simply fire low performers 
and acquire new talent from external marketplaces. The Army’s exclusive circumstances 
require that the Army direct its performance management efforts across the spectrum of 
low to high performers, seeking to develop and improve the performance of every officer. 
Organizations, such as USASOC, that are highly exclusive and utilize additional selection 
processes must be even more meticulous in designing performance management systems 
to develop employees, evaluate performance, and retain their people. 
Jack Welch’s GE valued shareholders above all else and rewarded employees 
whose performance led to financial growth—Welch successfully rewarded the behaviors 
and priorities he desired from his employees. Although GE’s system worked magnificently 
for two decades, the company ultimately failed due to that toxic organizational value. GE’s 
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shareholder primacy construct demanded that the company quickly and consistently satisfy 
shareholders, which led to a short-term mindset where the company rewarded employees 
whose behaviors and priorities led to the most financial gain. Ultimately, a lack of ethical 
oversight, faulty performance standards, and a promotion system rooted in financial 
shortcuts caused the sudden collapse of one of the world’s most powerful companies. GE 
serves as a cautionary tale to organizations that prioritize achievement and getting results 
at the expense of other attributes and competencies of its employees. 
USASOC also elicits the behaviors and priorities it rewards. USASOC’s primary 
rewards are job placement and promotion, both of which are strongly determined by the 
evaluations officers receive in accordance with the Evaluation Reporting System. Hence, 
although evaluations are not rewards in and of themselves, evaluations determine the 
distribution of rewards. Doctrine and army regulation provide a practical and well-
articulated framework for how the Army intends for its performance management system 
to work. Like Amazon’s use of its 14 Leadership Principles, ADP 6–22 discusses in depth 
the Army’s values while AR 623–3 explains how the Army intends to evaluate officers 
against those espoused values. Doctrine and regulation clearly convey what behaviors and 
priorities the Army expects of its officers and their role in the evaluation process.  
However, despite a clear and articulate performance management framework, 
USASOC fails to adequately reward behaviors and priorities in accordance with espoused 
values. For example, lying, even in the seemingly innocent form of incomplete information 
or a misleading storyboard, clearly runs counter to values of Character, Leads, and 
Develops as described in the Leadership Requirements Model. Yet many officers give 
primacy to the value of Achieve and are willing to lie to create a perception of achievement. 
Wong and Gerras defend this claim and would attribute it to ethical fading. In Lying to 
Ourselves: Dishonesty in the Army Profession, the authors state that “many officers even 
go as far as to insist that lying to the system can better be described as prioritizing, 
accepting prudent risk, or simply good leadership.”396 Survey respondents provided 
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further indication that USASOC does not adequately reward the leadership requirements 
of Innovation (subcomponent of Intellect), Creates a Positive Environment (subcomponent 
of Develop), or Builds Trust (subcomponent of Leads) with statements such as: “[special 
forces] branch [suppresses] innovation and out of the box thinking with a zero failure 
environment,” “[USASOC] creates an environment that encourages sycophantic 
behavior,” and “the culture and practices do not reflect the ‘command philosophy’s’ 
published.” Just as Jack Welch prioritized shareholders above all else, evidence indicates 
that USASOC gives primacy to the value of Achieve, engendering an unbalanced approach 
to evaluating and rewarding officers based on the attributes and competencies as outlined 
in the Leadership Requirements Model. 
For USASOC to get the behaviors and priorities it requires from its officers, it must 
embrace a more balanced approach to evaluating its officers and provide better education 
on desired behavior and priorities. This will address many concerns that officers raised in 
the survey, including the lack of innovation, the poor development of others, and the 
inadequate creation of positive environments in USASOC. Though the Army provides a 
practical and well-articulated framework for performance management in ADP 6–22 and 
AR 623–3, there is a misalignment between its espoused values and rewarded performance. 
The primacy of Achieve (Gets Results) is detrimental to a balanced implementation of the 
Leadership Requirements Model as an evaluation tool, stifling innovation and enabling 
toxic environments. USASOC can address this misalignment by updating officer PME to 
educate officers more effectively on how to use the Leadership Requirements Model as a 
development and evaluation tool. Updating current instruction on the Leadership 
Requirements Model and Evaluation Reporting System in the ARSOF CCC is a practical 
way to address the misalignment without adding blocks of instruction.  
2. Acquire & Achieve Trend #2: Fair and Transparent Rewards System  
Both the for-profit and nonprofit case studies indicated that a fair and transparent 
rewards system is key to leveraging the drive to Acquire & Achieve within performance 
management practices. Fairness and transparency are essential due to the influence these 
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characteristics have on organizational culture, particularly their ability to influence 
employees’ trust and confidence in the parent organization.  
For-profit companies such as GE, Amazon, and Adobe strive to implement fair and 
transparent rewards systems that frequently include financial incentives. As Chapter I 
discussed, financial incentives are neither a cure-all nor guaranteed to achieve their 
intended result, but they can still be a useful lever when tailored to an organization’s unique 
circumstances. For example, bonuses can be a motivator but are unlikely to systemically 
generate requisite performance from employees or solve retention issues, as demonstrated 
by Adobe’s employees who routinely departed the organization after the annual bonus pay-
out. In the case of GE and others, pay-for-performance schemes can result in misaligned 
goal fixation where employees focus on receiving a reward rather than accomplishing 
organizational goals. 
However, as demonstrated by NSW, military organizations can leverage financial 
incentives to improve retention by tailoring the rewards system to the unique circumstances 
of exclusive organizations. Rather than using financial incentives to pay for improved 
performance, NSW leverages extension bonuses to lengthen an officer’s time in service 
and compensates its officers in a manner considered fair and commensurate to the demands 
of their profession via S&I pays. Responses from the U.S. Army Special Forces Officer 
Talent Management Survey indicated that the lack of fair and transparent rewards 
contributes to poor retention and morale. Of respondents who plan to separate from service 
or the special forces branch prior to serving 20 years, 46.80% either “agreed” or 
“completely agreed” with the statement, “The rewards (incentives, salary, bonuses, 
recognition) affected/affects my decision to separate.” Open feedback indicated a 
concerning amount of officer dissatisfaction with the pay structure, highlighting a 
perceived unfairness in the distribution of bonuses across SOCOM as Navy and Air Force 
Special Operations Forces leverage bonuses to a much higher degree than ARSOF. Given 
the opportunity to elaborate on their response, officers further described a lack of fairness 
in financial incentives, such as: “Other services offer their officers bonuses,” and “The 
rewards are virtually no different whether you’re an SF officer or a conventional [military 
occupational specialty]. There needs to be significant financial recognition for officers who 
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have been selected to work in more demanding fields—just as the Army recognizes 
military doctors and lawyers with pay bonuses.” Chapter VII discusses how USASOC can 
leverage extension bonuses and S&I pays to improve retention of special forces officers in 
USASOC. 
Further indicating a lack of fairness in USASOC’s rewards system, 44.06% of 
respondents indicated they either “disagreed” or “completely disagreed” with the 
statement, “The rewards (incentives, salary, bonuses, recognition) are commensurate with 
the demands of my profession.” Given the opportunity to comment further on their 
responses, many officers indicated a frustration with the lack of higher education 
opportunities, with statements such as: “The extraordinary educational opportunities 
afforded to SOF officers are being replaced with a majority attendance to [the Command 
and General Staff College]. It seems we are doing more work, our peers are more 
competitive, and getting the same pay and opportunities as those with less demanded of 
them.” Other military organizations reward officers with opportunities to pursue higher and 
specialized education. For example, NSW provides graduate education programs that only 
internal officers can leverage. The opportunity not only provides a personal challenge to 
support individual growth but also increases the individual’s preparedness to contribute to 
organizational problem-solving. Chapter VII discusses how USASOC can utilize similar 
programs as NSW to improve fairness in its rewards system. 
In contrast to for-profit organizations, employees of nonprofit organizations tend to 
value intrinsic rewards. As such, nonprofit employees focus more on challenging and 
purposeful work and less on salary, job security, or other monetary incentives. Further, 
according to USASOC survey data, officers suggested that retention and talent 
management issues within the special forces branch are not financially driven, stating, for 
example, “I did not join the SF Regiment for salary or status. I joined to be part of a 
cohesive organization. In recent years, the Regiment has not delivered that,” and “The 
salary is commensurate. The job satisfaction is not.” However, nonprofit organizations do 
not discount or ignore the importance of fair and transparent pay systems, which are also 
necessary for nonprofit organizations to build employees’ trust and confidence in their 
organization. First, successful nonprofit organizations, such as the ICRC and IFRC, 
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achieve transparency through regular reviews of pay, service contracts, and terms and 
conditions to ensure they remain competitive.397 Secondly, employees’ satisfaction with 
pay also hinges on communication between the organization and employee and pay equity 
amongst employees within (and external to) the organization. The ICRC and IFRC, 
following recent reviews of their pay structures, communicated their findings to the 
workforce to provide clarity and certainty that their pay and reward structures were 
consistent and fair across the organization, thereby alleviating intra-organizational 
tensions. In short, USASOC can adopt aspects of nonprofit organizations’ pay structures 
to improve officers’ trust and confidence in USASOC, improving the fairness and 
transparency of the rewards system.  
USASOC’s reward system, when taken at face value, appears to be transparent. 
Duties and responsibilities tend to increase with rank (and pay), while military pay-scales 
and S&I payments are open-source and easily accessible. However, other aspects of 
USASOC’s reward system are not perceived as transparent as indicated by the 45.34% of 
respondents who either “disagreed” or “strongly disagreed” with the statement, “I feel that 
future job placement within the SF regiment is transparent.” Several survey respondents 
elaborated further on the lack of transparency within the assignments process with 
statements such as: “The SF Regiment bypasses the entire Army Talent Management 
initiative by requiring those returning to Group to submit letters that are evaluated in a 
closed-door session with the [group commander and battalion commanders].” 
Leveraging the drive to Acquire & Achieve is an arduous task that requires a 
holistic understanding of interconnected organizational systems. We identified two trends 
for USASOC to consider while seeking to improve its performance management systems: 
1) organizations elicit the behaviors and priorities that they reward and 2) fair and 
transparent pay processes are essential. Ultimately, it is important for USASOC to 
understand that extension bonuses, S&I pay, and higher education opportunities would 
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likely improve retention rates, but these solutions will not address the root causes of 
retention issues.  
B. BOND & BELONG (SUPERVISOR SUPPORT AND MENTORSHIP) 
The case studies yield three recurring trends addressing the drive to Bond & 
Belong: 1) sociotechnical systems enable collection of multiple data points to facilitate a 
continuous 360 performance review process; 2) performance improvement and assessment 
programs ensure that employees meet individual and organizational goals; and 3) mentor-
mentee relationships empower personal and professional growth. 
1. Bond & Belong Trend #1: Sociotechnical Systems 
GE, Amazon, and the ICRC each implement sociotechnical systems to foster open 
communication and decrease the performance-to-feedback loop by providing continuous 
360 performance reviews. The use of such applications enables supervisors and employees 
to collaborate while also offering an avenue by which to provide and receive instantaneous 
feedback. Furthermore, these organizations’ continuous feedback and review processes 
ensure that supervisors and employees consistently pursue jointly established goals that 
align with organizational objectives. Sociotechnical systems, by way of increased data 
collection, also enable a multi-dimensional ranking system for promotion and advancement 
purposes. For example, Amazon, in addition to stack-ranking employees, uses a data-
driven system that combines peer and subordinate input with previous performance 
outcomes to facilitate a holistic and fair approach when selecting the organization’s future 
leaders. 
The Army, in an attempt to integrate sociotechnical systems into its HR practices, 
uses ATAP, AIM, and ERS to support annual performance appraisals and job placement. 
However, the Army has not fully embraced a sociotechnical system that provides 
continuous feedback and multi-dimensional ranking. Of note, AR 600–100 previously 
mandated that Army personnel in the rank of brigadier general and below use a multi-
source assessment and feedback (MSAF) tool to provide multi-dimensional performance 
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feedback; this mandate, however, was rescinded in 2018.398 Nevertheless, of the systems 
it does leverage, AIM and ATAP make job availability and job requirements more 
transparent to personnel and allow organizations to select from a larger talent pool to place 
the right individual in the right position. Meanwhile, ERS applies Army doctrine, including 
ADP 6–22 and AR 623–3, to support personnel evaluations.  
It was during our case study research that we truly realized the salience and 
prominence of sociotechnical performance management systems in modern organizational 
HRM frameworks; as a result of designing the survey instrument much earlier in the 
research process, it did not account for such systems. However, as evident in for-profit and 
nonprofit organizations’ employment of sociotechnical systems, both continuous 360 
performance review processes and multi-dimensional employee ranking are vital to an 
organization’s capability to manage its personnel. As such, USASOC, to maintain 
relevance with modern performance management practices, should implement a 
sociotechnical system that provides employees with timely feedback from subordinates, 
peers, and supervisors to reinforce strengths and address weaknesses in performance. 
Additionally, similar to Amazon’s efforts to establish clear metrics and gather the right 
employee performance data, USASOC must incorporate a more comprehensive data-
driven approach to the appraisal of its personnel. Proper implementation of such a system 
will enable USASOC to identify strong performers and foster a long-term focus for the 
future success of the organization. 
2. Bong & Belong Trend #2: Performance Improvement and Assessment 
Programs 
GE, Adobe, the IFRC, and Amazon (although to a lesser extent) implement 
performance improvement and assessment programs to align individual and organizational 
priorities, while also providing a mechanism to flag high and low performers. In particular, 
Adobe and the IFRC leverage performance assessment and recognition systems to facilitate 
regular feedback to both high and low performing employees, to better assess individuals’ 
strengths and weaknesses, reinforce positive behaviors, and address misaligned 
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priorities.399 Consequently, employees flagged as low performers are placed on 
improvement tracks to correct substandard behaviors and priority alignment.400 At the 
macro-level, this continuous performance feedback loop enables organizations to more 
quickly, and more justifiably, terminate employees who do not improve performance or 
conform to organizational culture.401 Concurrently, at the micro-level, employees who are 
aware of how they are performing can appropriately and deliberately plan actionable 
personal and professional goals to enhance their performance and advancement potential 
within the organization.  
USASOC uses several mechanisms to address performance improvement and 
assessment, including AR 623–3 (REF: Leadership Requirements Model and Evaluation 
Reporting System), ADP 6–22, the GRE during the CCC, and the BCAP—all of which 
Chapter II described. Notably, AR 623–3 and ADP 6–22 set forth clear progression and 
evaluation guidelines with regard to developing and communicating clear expectations, 
providing timely feedback, and ensuring intentional development of subordinates; all of 
these set a quality foundation for the fair and transparent assessment of personnel to 
identify high and low performers.402 Also, the requirement to take the GRE at the CCC 
provides an additional objective, data-driven assessment tool for comparing junior officers’ 
potential for select broadening opportunities or advanced civilian education.403 Lastly, the 
BCAP, as Chapter II previously mentioned, enables a holistic assessment of leaders, with 
one notable element of the assessment being the 360 performance review, which includes 
input from peers, subordinates, and superiors.404 
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While the U.S. Army and USASOC have the framework to guide effective 
discussions between leaders and their subordinates, survey results indicated that leaders in 
USASOC fail to adhere to them appropriately. First, a total of 47.76% of respondents 
answered “annually” (18.75%), “rarely” (23.21%), or “never” (5.80%) in response to the 
statement, “I receive career counseling from raters providing feedback on my performance, 
career options, and/or future opportunities.” While in response to, “I receive career 
counseling from senior raters providing feedback on my performance, career options, 
and/or future opportunities,” a total of 79.02% of respondents answered “annually” 
(33.93%), “rarely” (30.80%), or “never” (14.29%). Moreover, a number of respondents 
indicated that they received “no formal counseling or mentorship.” By contrast, of the 
respondents who specified they received counseling, some indicated that their interactions 
lacked candidness and depth regarding individual performance or career development 
opportunities. One individual stated that only twice “has a [senior rater] ever made a 
meaningful recommendation for future career choices that seemed based upon a genuine 
knowledge of my talents, skills, and attributes.” Additional respondents made statements 
such as, “I’ve never received counseling on my performance,” with another respondent 
stating, “I feel like my [senior rater] is often cryptic about my performance and where I 
stand amongst my peers.” Without continuous, productive interaction and assessment 
between leaders and subordinates, the former cannot properly identify high and low 
performers or, as required, jointly develop and carry out improvement plans. 
In the business sector, performance assessments and improvement plans are 
initiatives aimed at establishing clear standards, holding personnel accountable, measuring 
and improving performance, and aligning priorities—and it all starts with organizations 
that reward leaders who prioritize getting to know their subordinates. If leaders in 
USASOC properly leverage the Leadership Requirements Model and Evaluation 
Reporting System, they can achieve similar outcomes. But, the survey results highlighted 
that USASOC falls short in leveraging the full potential of leadership systems; respondents 
sense that current leaders do not commit the time or effort necessary to set clear 
expectations or provide candid performance feedback. Without proper feedback, 
subordinates are left wondering if they are a high or low performer or, more importantly, 
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how they can improve their performance. With this knowledge in mind, we believe 
USASOC must prioritize educating junior officers about the Leadership Requirements 
Model and Evaluation Reporting System during PME. With a clearer understanding of how 
they should perform, officers can better develop and carry out goals to enhance their 
performance and advancement potential. Also, with an augmented understanding of the 
feedback and support they should be receiving from leaders, junior officers will be better 
prepared to seek out and establish meaningful relationships with their raters and senior 
raters. 
Another area of concern is the U.S. Army’s heavy reliance on senior rater 
recommendations for promotion. Certain senior raters have large talent pools to manage, 
particularly Special Forces Group and Battalion Commanders. Thus, expecting them to 
provide candid and purposeful assessments of every rated soldier is unrealistic—especially 
since the survey responses revealed that senior raters’ interactions with rated soldiers were 
not viewed as timely, meaningful, or transparent. To increase the fairness of assessments 
regarding an individual’s promotion potential, USASOC must consider implementing a 
multi-dimensional, continuous 360 performance review system to facilitate a holistic view 
of personnel, rather than relying on the statements of one leader who may lack in-depth 
knowledge of his talent pool. 
3. Bond & Belong Trend #3: Mentor-Mentee Relationships 
The IFRC, Adobe, and NSW all prioritize performance management systems that 
stimulate mentor-mentee relationships to guide and develop employees. As highlighted in 
Chapter IV, within the IFRC, specifically with regard to the HEOps, junior employees are 
paired with mentors to plan and facilitate development opportunities. The HEOps 
mentorship program incorporates monthly face-to-face meetings between mentors and 
mentees to assess performance and, if necessary, adjust behaviors to maximize individual 
and organizational performance. Likewise, as detailed in Chapter III, Adobe’s Check-In 
two-way communication process requires that supervisors and employees communicate 
consistently, quarterly at a minimum, to guide employee behaviors and priorities. The 
Check-In system focuses on the social aspect of the organization by fostering a two-way 
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dialogue and frequent feedback for supervisors and employees. Similarly, NSW 
implements a reverse mentorship program to develop junior leaders by pairing senior 
leaders with junior personnel. By pairing junior leaders with mentors outside of their chain 
of command, the reverse mentorship program allows for unbiased and open dialogue 
between mentor and mentee. 
As Chapter II described, the Army clearly delineates between counseling, coaching, 
and mentoring, with a doctrinal focus on counseling. Nevertheless, the Army’s current 
performance management framework and doctrine also provide the foundational elements 
necessary to foster mentor-mentee relationships. ADP 6–22 and AR 623–3 provide the 
guidance and instruments for leaders to communicate performance feedback to personnel 
in an effective and timely manner. AR 623–3 mandates the minimum feedback 
requirements for employees and supervisors, and further states that for an effective ERS, 
“all members of the rating chain, to include the rated Soldier, should participate in 
relationships necessary to facilitate the leadership, involvement, and developmental 
counseling” of personnel.405 
Although the Army’s current framework encourages mentor-mentee relationships, 
survey results illustrated a degree of contrast between the espoused values of the 
organization and the enacted values. Results from the U.S. Army Special Forces Officer 
Talent Management Survey indicated that only 46.87% of respondents feel they receive 
adequate mentorship from supervisors, while 31.25% feel that they do not. Given the 
opportunity to comment further on their response, officers indicated frustration with the 
low priority of mentorship and a tendency of supervisors to encourage the “command-
track” to achieve success; one such respondent stated: “Supervisors are frequently 
overwhelmed with administrative tasks and don’t dedicate time to mentorship as they 
should. I’ve only had one leader who was an adequate mentor. No one cares enough. If 
they do, they want you to follow their path exactly; any deviation is seen as disloyal or a 
slap in the face to their success.” Attempting to understand the motivations of special forces 
officers transitioning from the special forces regiment, survey participants were asked if 
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the amount of mentorship from supervisors affected/affects their decision to transition. 
Responses indicated that 56.60% of surveyed individuals who intend to transition from the 
special forces regiment attribute their decision to the amount of mentorship they received 
from supervisors. Discussing the importance and impact leaders can have through 
mentorship or vice-versa, one respondent stated, “When senior leaders seemingly have no 
interest in the professional development of junior leaders, it has an extremely negative and 
powerful impact on the desire to continue service.” 
Participation in mentor-mentee relationships throughout the development and 
performance appraisal process of organizations fosters open and two-way dialogue 
between employees and supervisors. By maintaining continuous candid feedback, 
supervisors gain employees’ trust and provide employees with transparent expectations. 
Employees gain insight into their strengths and weaknesses and awareness of their standing 
as an employee. Similar to Adobe’s Check-In system, the ERS espouses quarterly meetings 
to ensure employees meet both individual and organizational objectives. To capitalize on 
the system, however, USASOC must ensure that superiors are managing subordinates 
according to Army doctrine. Current survey data does not support that this is taking place. 
C. CHALLENGE & COMPREHEND (CAREER DEVELOPMENT AND JOB 
PLACEMENT) 
As a number of the case studies emphasize, organizations create positive work 
environments that support the drive of Challenge & Comprehend by developing and 
implementing a structured framework focused on 1) adequate time in key developmental 
positions for mid-level managers to expand career depth and 2) a strong culture of purpose 
to bolster team-based performance.  
1. Challenge & Comprehend Trend #1: Adequate Time in Key 
Developmental Positions for Mid-level Managers 
The ICRC and U.S. Army Aviation Branch have policies in place to keep personnel 
in middle management positions longer and to facilitate career track options, respectively, 
in an effort to expand career depth. The ICRC’s decision to extend mid-level managers 
from 12- to 18-month assignments resulted in improved job competency, in addition to 
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increased ownership of work projects by mid-level leaders.406 In parallel, U.S. Army 
Aviation leverages the warrant officer career track to allow extended time in position, 
which, in turn, enables mastery of job-specific skills to expand career depth and enhance 
employee performance.407  
To address appropriate position timelines, USASOC primarily adheres to the 2019 
NDAA. More specifically, the 2019 NDAA introduced the possibility to opt-in or opt-out 
of promotion, giving soldiers additional control over their career progression.408 
Nevertheless, current talent management policies have minimal bearing on the decision to 
extend time in mid-level management positions; rather, operational and logistical 
requirements tend to heavily influence those decisions.  
On the subject of career depth, including the topic of time in position, survey results 
indicated that special forces officers desire extended time in command positions and 
believe it would benefit the long-term performance of individuals and the organization. 
When respondents were asked to address the statement, “I am pleased with career 
development opportunities within the [special forces] regiment,” responses were relatively 
uniform. Respondents who answered either “agree” or “completely agree” totaled 32.59%, 
with those answering “disagree” or “completely disagree” totaling 45.54%. Given the 
opportunity for open feedback, several respondents focused on the issues of time in KD 
positions, with statements such as: “In 3.5 years, I had six different [company 
commanders], three [battalion commanders], with [battalion operations officers] and 
[executive officers] switching out every 12 months. I watched many O-4’s jump from 
position to position on a yearly basis. I believe changing positions every 12 months as an 
O-4 is not only detrimental to officer development; it is detrimental to unit continuity and 
unit readiness as a whole.” 
 
406 Loquercio, Hammersley, and Emmens, Understanding and Addressing Staff Turnover in 
Humanitarian Agencies, 14. 
407 Office of the Under Secretary of Defense for Personnel and Readiness, Report to Congressional 
Armed Services Committees on Initiatives for Mitigating Military Pilot Shortfalls, 1. 
408 Department of the Army, Eligibility Criteria for Officers Requesting Consideration by (Opt Into) 
the FY20 MAJ ACC PSB. 
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In a different vein, various respondents expressed interest in positions outside of 
the standard command track, with a desire for expanded career depth or the development 
of alternate careers, with statements such as: 
I believe a better system for talent management for [special forces], in 
particular, would include an officer command track, where officers are 
evaluated and selected exclusively for … command positions, allowing for 
longer tenure and expertise in each position. Officers not selected for 
command track would be categorized as career staff officers that would 
likewise have longer tenure and expertise in those positions. 
In addition, numerous respondents agreed that every officer is unique and, as a 
result, there should be expanded career opportunities to maximize their abilities. 
Statements included, “Each officer brings unique skills to the table. Some are great at 
leading. Some are great at planning. Some are great at being the ‘Cassandra’ in the room 
and pushing us to think differently. Raters and Senior raters must take the time to 
understand their subordinates and help them … [get] into a position where they are 
motivated to serve.” 
The ICRC and U.S. Army Aviation branch case studies highlight that extended time 
in mid-level management is beneficial to organizational performance, while open feedback 
survey responses illuminated that additional time in leadership positions is desirable. We 
do understand, however, that extended time in position is influenced by a multitude of 
factors, including requirements to fill different job positions, a limited number of qualified 
and available personnel, the importance of broadening assignments to career progression, 
and a difference between conventional Army and special operations officers’ KD 
requirements. Recognizing that extended time in position has both pros and cons, including 
changes to the organization’s structural and systemic frameworks, we believe it is a 
noteworthy change USASOC must consider and is a path worth pursuing further. 
Furthermore, as highlighted by the case studies and survey, employees also want 
opportunities that enable them to master job-specific skills to enhance employee 
performance and help the organization realize its goals. To meet these demands, USASOC 
should consider the development of career tracks. Career tracks would support USASOC’s 
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efforts to put the right officer in the right position based on experience, potential, and 
aptitude while also facilitating both personal and professional growth. 
2. Challenge & Comprehend Trend #2: Strong Culture of Purpose 
In the context of the motivational drive of Challenge & Comprehend, 
organizational culture plays a significant role in employee performance and retention.409 
For example, Amazon has poor retention numbers, yet a portion of its employees love its 
work environment.410 While many cite professional fulfillment as their reason to stay, 
others cite the lack of work-life balance as the primary driver to seek employment 
elsewhere.411 While being an Amazonian is not for everyone, as Chapter III previously 
discussed, those who remain make the culture stronger by living out Amazon’s espoused 
values—the 14 Leadership Principles. Jeff Bezos uses these principles to leverage the 
motivational drive to challenge and comprehend by emphasizing personal growth that 
supports organizational goals, professional development, and the need to make consumers’ 
lives better by continuing to create and innovate new products and services.412 By contrast, 
Amnesty International’s organizational culture of distrust and divisiveness was harmful to 
both employee and organizational performance.413 Ultimately, instead of creating a 
healthy culture rich in purpose, innovation, and learning, Amnesty International’s culture 
became associated with a lack of communication and trust between leadership and 
employees. 
USASOC leverages AR 623–3 to advance an organizational culture grounded in 
team-based performance. The concepts of the Evaluation Reporting System (leadership, 
developmental counseling, intentional leader-subordinate interaction, and critical 
assessments), when adequately overlaid with the Leadership Requirements Model 
 
409 Loquercio, Hammersley, and Emmens, Understanding and Addressing Staff Turnover in 
Humanitarian Agencies, 8. 
410 Mahapatra, “Amazon.com Has Second Highest Employee Turnover of All Fortune 500 
Companies.” 
411 Kantor and Streitfeld, “Inside Amazon: Wrestling Big Ideas in a Bruising Workplace.” 
412 Amazon Jobs, “Leadership Principles at Amazon.com.” 
413 McVeigh, “Amnesty International has toxic working culture, report finds.” 
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(attributes and competencies), prioritize communication and cohesiveness between 
subordinates, peers, and superiors to achieve organizational goals.414 More specifically, 
when employees clearly understand the standards against which they are rated, it adds 
fairness and transparency to the process, increasing cooperation between employees as they 
work toward a common goal. Thus, USASOC has an appropriate resource at its disposal 
to foster a team-based culture; all that remains for success is a dedicated plan for personnel 
to understand and adequately leverage the balanced approach the Leadership Requirements 
Model provides. 
An organization’s ability to protect what it needs or values through transparent and 
fair practices directly influences the organizational culture. Survey responses indicated, 
however, that job placement of special forces officers is neither transparent nor objective. 
First, 55.36% of respondents indicated that they either “disagree” or “completely disagree” 
with the statement, “I feel that future job placement within the [special forces] regiment is 
objective,” compared to 22.33% who responded that they either “agree” or “completely 
agree.” Furthermore, in response to, “I feel that future job placement within the [special 
forces regiment] is transparent,” respondents who either “disagree” or “completely 
disagree” totaled 47.76%, with 28.58% responding that they “agree” or “completely 
agree.” In the open feedback sections, select respondents indicated a lack of transparency 
regarding available jobs, with comments including, “I think the mainstream jobs are 
transparent; however, there isn’t a clear listing of all available jobs. The Marketplace may 
change that and introduce more transparency.” Other respondents suggested job placement 
is about who you know and less about objective qualifications, with comments such as, 
“Career placement, especially after [major key developmental] jobs, is more about who 
you know more than objective feedback. It’s unavoidable, but we need to find a better 
balance of objectivity, networking, and putting people in positions they’re passionate 
about.” Other respondents indicated, however, that they believe the current job placement 
system works for the organization, with comments such as, “[The system] is more personal 
(call it subjective), but I don’t think that’s a bad thing. The drive toward objectivity often 
 
414 Department of the Army, Evaluation Reporting System, 3. 
 
133 
leaves humans being treated as nameless/faceless interchangeable modules. Or, 
‘objectification,’ perhaps.” 
Various respondents also took the opportunity in the open comment sections to 
discuss their frustrations with the individual- and career-first mentality within the 
organization. One respondent commented, “I get disgusted at the guys who only look out 
for themselves, who actively and openly state they took a job because it’s the pathway to 
success, and are willing to stand on subordinates and peers alike to look better.” Other 
respondents indicated that they believe the culture stifles innovation and purpose, with 
stronger statements including:  
From my experience, the branch suppresses innovation and out of the box 
thinking with a zero-failure environment and the seeming necessity to allow 
individuals to remain in billets for the minimum time possible … While lip 
service is given to the importance of innovation and a tolerance for failure 
when trying new things, the culture and practices do not reflect the 
‘command philosophy’s’ published. The branch is losing talented people 
who do not feel like they are free to innovate or try new things and instead 
are retaining far too many individuals who play it safe in order to check the 
boxes … If the [organization] is concerned with losing talented individuals, 
then it needs to ask the question if it is living up to the culture it claims to 
possess. 
Lastly, several respondents implied that USASOC fails to properly leverage exit 
surveys to collect data on why personnel leave the organization, with one respondent 
stating, “I have watched the brightest and most qualified depart the [special forces 
regiment] with very few questions asked. One of my peers was never asked why he decided 
to leave [special forces] ... no one seemed to care. When he tried to drive that conversation, 
he was brushed off as a ‘known loss.’ But was he a ‘known loss,’ or did his leadership miss 
out on an engagement opportunity?”  
As illuminated by the survey results, USASOC’s unique, purpose-driven mission 
attracts special forces officers; however, officers are disenfranchised with the career-
focused culture of the organization. Employees respond better to an organizational culture 
that is instructive, innovative, and purposeful and, as a result, are more likely to stay and 
perform well. Thus, we believe a purposeful culture needs to be a priority for USASOC. 
USASOC can learn from Amazon, especially its clearly defined and communicated 14 
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Leadership Principles, in creating a culture of purpose where employees are driven to 
contribute to something greater than oneself. However, USASOC, unlike Amazon, cannot 
do so at the expense of employee retention due to its lack of lateral entry opportunities. 
Therefore, USASOC needs to adopt a more holistic system, such as a 360 performance 
review system focused on the attributes and competencies of the Leadership Requirements 
Model, to develop and evaluate personnel more on their contribution to organizational 
performance, personal character, and attributes than on individual accolades, how they 
stack up numerically against their peers, or strictly what senior raters think about their 
performance. 
Moreover, USASOC needs to mandate exit surveys of those who elect to depart the 
organization. As with many Amazonians at Amazon, sometimes special forces officers do 
not agree with or appositely mesh with the culture and decide to part ways with the 
organization. However, if an individual elects to leave the organization, USASOC or HRC 
should require that he completes an exit survey to support the collection of invaluable data 
about the reason(s) the individual is departing the organization. Subsequently, USASOC 
can use the exit survey data to identify trends and adjust organizational HR practices  
as necessary. 
D. CHAPTER CONCLUSION 
Similar to the subjects of the case studies, the U.S. Army and USASOC have 
existing performance management frameworks in place to address the significant 
prominence of the seven trends highlighted in this chapter. However, as indicated by the 
survey responses, to operate at the speed of relevance and to meet the demands of its human 
capital, USASOC needs to build on its existing framework to maximize potential and 
performance and, more importantly, address retention issues.  
Retention issues are symptoms of a larger problem that requires a more holistic 
approach, which Chapter VII will further discuss. Retention is an output of talent 
acquisition and talent management systems and heavily influenced by organizational 
culture, which should be fair and transparent. To effectively address retention issues, an 
organization must thoroughly assess its talent acquisition and talent management systems 
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and understand the impact of culture throughout. Chapter VII elaborates on our 
recommendation to embrace a sociotechnical performance management system that relies 
on a data-driven methodology to more effectively evaluate leaders based on espoused 
values, to improve our understanding of the leadership requirements model by updating 
PME to facilitate more effective discussion on ADP 6–22 and AR 623–3, and to expand 
career depth by extending time in KD positions and providing different career tracks 
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VII. CONCLUSION, RECOMMENDATIONS, 
AND WAY FORWARD 
This chapter offers conclusions regarding performance management systems and 
provides recommendations on ways USASOC can better approach human capital 
management. As multiple cases prove, there is no one-size-fits-all practice or solution to 
performance management. Consequently, performance management is less about solving 
a problem and more about making a complicated problem a bit more manageable. 
USASOC should embrace a sociotechnical performance management system to improve 
the performance and retention of its officers. Sociotechnical systems consider the 
interaction between the social and technological facets of an organization. Humans are 
more important than hardware; this first SOF truth still rings true even as technology 
becomes more ingrained in our daily lives and more of our attention becomes dedicated to 
using technology to solve problems. However, performance management is inherently a 
social activity. Although USASOC should rely more on technology to drive its 
performance management practices, it must acknowledge these tools’ limits and prioritize 
the social aspect. The development and implementation of a sociotechnical performance 
management system will improve individual performance and retention.  
Although neither highly innovative nor requiring the application of technology, 
there are three ways USASOC can improve performance and officer retention. First, to 
improve individual and organizational performance, USASOC can enable depth (vs. 
breadth) in professional development by extending time in KD positions and creating 
specialized career tracks. Secondly, by focusing on the fundamentals of counseling and 
mentorship during PME, USASOC can again increase individual performance. Thirdly, to 
improve retention, USASOC can offer more amenable financial incentives to special forces 
officers.  
However, to truly meet the organization’s unique demands, we recommend 
USASOC craft a sociotechnical performance management system by way of a phased 
approach with three overlapping stages. Stages one and two focus on improving 
performance management systems to develop officers more effectively. First, stage one 
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can begin immediately and focuses on the social aspects of the sociotechnical systems by 
modernizing current processes and reframing performance management for integration 
with technology. Subsequently, stage two integrates technology into performance 
management processes, allowing for more rapid reinforcement of beneficial behaviors and 
priorities. Finally, stage three scales the sociotechnical performance management system 
into broader talent management practices.  
A. DEPTH IN PROFESSIONAL DEVELOPMENT 
As the case studies show, organizations that prioritize efforts (time or resources) to 
place employees in the right positions based on technical skills, training, attributes, and 
behaviors experience increased individual and organizational performance; thus, 
demonstrating the importance of such algorithms in the assignments process. In 2020, 
USASOC assembled a Comprehensive Review Implementation Team to spearhead 
organizational changes to better align “Force Employment, Structure and Accountability, 
as well as Leader Development and Assessment & Selection.”415 The empowered team of 
individuals is currently weighing the pros and cons of Professional Development Tracks, 
including multiple, specialized career paths to maximize “individual control and flexibility 
to manage talent and preference.”416 Our research confirms that, in the context of 
performance management, USASOC is moving in the right direction with the career track 
initiative.  
Research also illuminated the advantages of extending time in middle management 
positions and placing the right people in the right positions. As such, USASOC and HRC 
should invest time and resources to better understand the opportunities and obstacles of 
increasing O-4 level special forces command tours from 12 to 24 months.417 Additional 
time in command for special forces majors will cultivate relationships, improve job 
competency, and increase ownership of and investment in long-term organizational goals. 
 
415 Mark Ray, “USASOC Comprehensive Review Implementation Team Update” (lecture, United 
States Army Special Operations Command, Fort Bragg, NC, August 27, 2020). 
416 Ray, “USASOC Comprehensive Review Implementation Team Update.” 
417 AR 600-20 already states that the optimum command tours are 18 months for company grade and 
18–24 months for field grade billets in the Regular Army. 
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Extending time in command also relieves unintended and unproductive pressure to deliver 
results in just 12 months. Longer command tours allow a commander time to build systems 
and an environment focused on long-term organizational health that will outlast an officer’s 
tenure in command. Furthermore, mentorship thrives on communication and interaction, 
both of which would increase between mentor and mentee due to added time in the position.  
B. UPDATES TO PROFESSIONAL MILITARY EDUCATION 
USASOC could more effectively teach the fundamentals of mentorship, 
counseling, and evaluation during Professional Military Education by reframing instruction 
in the ARSOF Captain’s Career Course. Just as Adobe dedicates approximately 50% of its 
in-person and virtual training to discuss the company’s values and Check-in process, 
USASOC should prioritize teaching the social aspect of its sociotechnical performance 
management system.418 ARSOF officers already receive a block of instruction on the 
Leadership Requirements Model and the Evaluation Reporting System; however, the 
instruction is directed toward how an officer should counsel and evaluate NCOs. 
Reframing the current blocks of instruction to discuss the interaction between the 
Leadership Requirements Model and the Evaluation Reporting System through a 
sociotechnical lens will improve USASOC’s alignment of espoused values and rewarded 
performance. This update will more effectively teach junior officers how the Army intends 
to rate officers against the Leadership Requirements Model. We are not advocating that 
USASOC should create additional training requirements, only that USASOC can improve 
the communication of its values by teaching officers what it values and how to evaluate 
espoused values in subordinates. As outlined in Chapter II, Army Officer Evaluation 
Reporting System, the Army has defined expectations for commanders, rated service 
members, raters, and senior raters. The Evaluation Reporting System already 
“encompasses the means and methods needed for developing people and leaders,” so the 
structure already exists—it just needs to be taught.419  
 
418 Morris, “Death to the Performance Review: How Adobe Reinvented Performance Management 
and Transformed its Business.” 
419 Department of the Army, Evaluation Reporting System, 3.  
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C. FINANCIAL INCENTIVES 
Offering bonuses or S&I pay to special forces officers will improve retention, 
although the additional financial incentives are unlikely to improve performance. The rate 
at which retention will improve in relation to additional pay is outside the scope of this 
thesis. We recommend further analysis to determine the monetary feasibility of offering 
bonuses or S&I pay to special forces officers. Although monetary incentives can be 
leveraged as a motivator, they are unlikely to systemically generate requisite performance 
from officers or solve retention issues.  
D. STAGE ONE—THE SOCIAL ASPECT OF PERFORMANCE 
MANAGEMENT 
The first step in embracing a sociotechnical performance management system is for 
USASOC to adopt a continuous 360 performance review methodology founded on the 
Leadership Requirements Model. This methodology builds upon current guidance for 
counseling, coaching, and mentoring officers. It will deliver candid, constructive, and 
continuous feedback to officers, in turn improving officers’ performance by quickly 
reinforcing positive behaviors and priorities while promptly correcting behaviors and 
priorities that are misaligned with organizational objectives.  
The continuous 360 performance reviews’ initial stages emphasize candid, 
constructive, and continuous communication between the rated officers and their rating 
chain. This framework improves the social aspects of performance management by 
focusing performance-based conversations on improving performance rather than 
evaluation and can be implemented immediately, without the adoption of new technology. 
Commanders do not need to wait for policy, doctrine, or regulation to direct them to 
improve performance management practices. Commanders at all levels within USASOC 
should embrace a continuous 360 performance review methodology and tailor it to their 
formations’ unique demands. The adjective “continuous” gives commanders flexibility in 
the implementation of these programs. Continuous feedback occurs daily, weekly, or 
monthly based on the unique circumstances of formations within USASOC.  
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The 360-degree aspect of continuous 360 performance reviews expands upon the 
Army’s traditional counseling process—a two-way dialog between the rated officer and 
rating chain—to include valuable input from subordinates, peers, and superiors. This more 
holistic approach improves self-awareness and performance as officers receive more 
candid and constructive feedback.420 The feedback should answer basic questions such as: 
Would I seek opportunities to work with my peer again? Would I seek opportunities to 
serve under a rater/senior rater again? Would I seek opportunities to have a subordinate 
work for me again? Subordinates, peers, and staff members are enabled to provide 
anonymous or non-anonymous feedback to an officer. In addition, they could also elect to 
provide non-anonymous feedback about an officer to his/her rating chain. All feedback 
would be in relation to an officer’s performance based on the Army Leadership 
Requirements Model as outlined in ADP 6–22.  
The continuous 360 performance review process would promptly reinforce positive 
behaviors and priorities and identify low performing officers more rapidly for enrollment 
into performance improvement plans. The rated officer and rater would co-design the 
improvement plan using the Characteristics and Attributes of the Leadership Requirements 
Model as a guide. The rated officer would be responsible for executing the plan, the rater 
would be responsible for overseeing and assisting execution of the plan, and the senior 
rater would be responsible for approving the initial plan and for certifying completion or 
failure. The scope of the improvement plan would be left largely up to those responsible 
for designing it; however, all officers enrolled in improvement plans would receive 
additional and more direct feedback from their rating chain to correct misaligned behaviors 
and priorities. Officers who fail to demonstrate adequate progress during an improvement 
program would be moved to another position with a different rater/senior rater. If the 
officer demonstrates adequate improvement in his new environment, then the officer will 
 
420 Some reading may think this sounds similar to the Army’s Multi-Source Assessment and 
Feedback (MSAF) tool. Yes, our recommendation incorporates aspects of MSAF; however, our continuous 
360 performance review recommendation is more all-encompassing than MSAF. MSAF ignored the social 
aspect of performance management and failed to facilitate communication. In addition, the MSAF tool was 
not simple, intuitive, or effective.  
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be back “on-track” with his peers. If the officer fails to demonstrate improved performance, 
then he will be dismissed from USASOC.  
Further building the sociotechnical performance management system, USASOC 
could improve upon its current exit survey process. In an interview with War on the Rocks, 
Secretary of Defense Ash Carter stated, “It might surprise you to know that we don’t collect 
data on why people leave us. Now, most businesses do. And they collect data on all kinds 
of people and their behaviors and of course companies are collecting on your every 
click…why aren’t we learning in the same way?”421 To generate a constant information 
flow from this previously untapped source, USASOC should institute a two-phased exit 
survey for officers who willingly leave (regrettable loss) special forces via the Army Career 
and Alumni Program (ACAP) or the Voluntary Transfer Incentive Program. The officer’s 
rating chain would conduct phase one of the exit survey. Each special forces group would 
consolidate and report survey results to HRC and 1st SFC(A) on a quarterly basis. Phase 
two should be a voluntary follow-up survey conducted 6 to 12 months after the officer’s 
departure. Generating a stream of continuous feedback regarding regrettable losses will 
allow USASOC to identify trends and to gauge the effectiveness of its performance 
management system. The scope and specific survey questions of the two-phased exit 
survey are outside the scope of our thesis. We recommend a follow-on study to determine 
the type and framing of questions to be asked during the exit survey.  
The current performance management system places all high performers on a 
command track, which does not maximize the effectiveness of USASOC’s performance 
management system nor the performance of individual officers. Some high performers may 
not desire to pursue command billets, in which case their performance could suffer unless 
they are afforded opportunities to pursue personal or professional development in a specific 
career track. Traditional high performers who may be well suited for a command track may 
not be well suited for broadening assignments or advanced education opportunities. A more 
holistic approach will help find the right officer for the right work at the right time. 
 
421 Ash Carter and Ryan Evans, “Ash Carter: The Interview,” War on the Rocks, podcast, accessed 




E. STAGE TWO—THE INTEGRATION OF TECHNOLOGY  
Adoption of an encrypted username/password-enabled cellphone app would enable 
members of USASOC to provide instantaneous and continuous 360 performance feedback 
as part of a longer-term resolution to performance management. It is important to note that 
the app is primarily intended to be a tool to facilitate the communication that occurs within 
the continuous 360 performance review process—it is a tool to carry out the existing 
process, not an additional activity. To be effective, the app must be simple, intuitive, and 
have a high-quality user interface. Senior leaders must not only endorse but also routinely 
use the app for it to gain widespread adoption. Most importantly, the app must be designed 
and implemented in a manner that enables seamless communication within the continuous 
360 performance review process, thereby reducing the perception that engaging with the 
app is one more additional task. As seen with MSAF, 360 performance reviews will fail if 
they are viewed as additional tasks in USASOC’s already task saturated environment. 
USASOC should initially test the app at the battalion level.  
The foundation of stage two is implementing an active data-driven methodology to 
enhance and facilitate the social aspect of performance management practices. A data-
driven methodology brings a longer-term resolution to performance management and 
establishes guidelines for the adoption of technology. Specifically, technology should 
facilitate communication as outlined in the continuous 360 performance review process 
and to collect/analyze data to better inform leaders who make talent management decisions. 
USASOC exists in a data-rich environment; the organization just needs to collect and 
analyze the right information. The continuous 360 performance review system, exit 
surveys, command climate surveys, and the Special Forces Assessment and Selection 
course are just a few sources of actionable data. Asking the right questions, collecting the 
right data, and identifying trends will enable better performance management decisions. 
Although not a magic bullet that will cure performance management issues, the application 
of technology (data collection and an algorithm) to the continuous 360 performance review 
process can more promptly reinforce positive behaviors and priorities, identify low, unique, 
and high performers, and possible retention losses. The exact parameters for the use of the 
algorithm are beyond the scope of our thesis and recommendations; however, algorithms 
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offer several possible applications. The intent of the algorithm is to build upon the social 
structure of the performance management system by adding technology to reinforce 
positive behaviors and priorities and enhance communication within USASOC more 
promptly.  
Collecting and analyzing the right balance of quantitative and qualitative data is 
key to scaling the effectiveness of the continuous 360 performance review process. We 
recommend that USASOC conduct further studies to identify the desirable knowledge, 
skills, and behaviors by duty position to enable more effective job placement. Then, 
through the data-driven methodology, USASOC could measure the knowledge, skills, and 
behaviors of its officers and use that information to more effectively place officers in the 
right positions. USASOC does not have the means to create or maintain its own big-data 
analysis algorithm; therefore, we also recommend that USASOC partner with a successful 
organization (possibly Amazon or Adobe) who has proprietary ownership of an algorithm 
that analyzes big-data and applies the results to people management practices. Once 
USASOC has a more granular understanding of big-data and its application to people 
management, USASOC could partner with a tech company (possibly Primer.ai) to create 
an algorithm tailored specifically to the unique personnel demands of USASOC and its 
data-collection abilities. A non-exhaustive list of quantitative inputs could include Army 
Combat Fitness Test scores, IQ scores, and GRE/GMAT scores. 
The algorithm could identify trends in data that would allow for better performance 
evaluation by identifying high and unique performers whose files would be sent to a board 
for consideration for early promotion, broadening assignments, advanced education, or 
certain priority assignments. Integrating valuable data into an algorithm will identify 
officers as possible retention losses several months before the officer decides to leave 
USASOC, allowing leaders to intervene early in an officer’s decision-making process and 
potentially address any grievances that are driving the officer’s decision to leave special 
forces. For example, does the officer have a poor working relationship with his rater and 
would remain in USASOC if assigned to a different rating chain? Or, is the officer leaving 
USASOC to pursue a higher salary or a completely different career path? Clearly, the 
former reason is much easier to influence and could signal an opportunity for intervention. 
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Depending on the reason for the potential retention loss, certain levels of the chain of 
command (battalion, group, HRC) would be notified that an individual is a possible 
retention loss and would have an opportunity to address the potential loss.  
F. STAGE THREE—INCORPORATION INTO BROADER TALENT 
MANAGEMENT PRACTICES 
Stage three scales our modernized performance management system into the 
broader talent management system, specifically into the evaluation process. A system built 
with the purpose of integrating social aspects with technical capabilities will drastically 
improve current evaluation processes. The current officer evaluation method, described in 
the Evaluation Reporting System, is highly traditional and relies solely on the perception 
of a rater and senior rater, neglecting the ability to leverage more qualitative and 
quantitative data. Not only does the current OER fall short at maximizing an officer’s 
potential, but it also fails to provide USASOC with a holistic picture of an officer’s 
performance. Incorporating select data points from the continuous 360 performance review 
over the course of a rating period would be incorporated into OERs and would influence 
an officer’s promotability, selection for broadening assignments, and future job placement. 
Further study is recommended to determine the weight of the data provided by 
subordinates, peers, members of the staff, and the rating chain, as well as the weight of the 
data in assessing an officer’s overall performance during a rating period. Revamping the 
Army’s Evaluation Reporting System and traditional practice of annual OERs is a 
cornerstone of modernizing performance management practices.  
As the case studies highlight, many organizations are eliminating numerical ratings 
from performance management systems. Though a complete elimination of numerical 
ratings from OERs may not be a viable solution for the Department of the Army, it could 
take a more moderate approach by altering its evaluation methodology to take advantage 
of multi-dimensional ranking systems. Rather than strictly stack-ranking officers against 
their peers, USASOC could advocate for a more multi-dimensional ranking system. Multi-
dimensional ranking systems allow employees to be rated against one another; however, 
they receive multiple ratings across several dimensions considered important by the parent 
organization. For example, building upon the current structure of DA FORM 67–10–1, 
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raters would continue to provide a brief narrative regarding the three Attributes (Character, 
Presence, and Intellect) and the three Competencies (Leads, Develops, and Achieves). In 
addition, raters would also provide a rating on a scale of 1–5 (1. Needs significant 
improvement; 2. Needs improvement; 3. Met standard; 4. Exceeded Standard; 5. Far 
Exceeded Standard) and a brief narrative on the officer’s top three weaknesses. Senior 
raters would stack rank all officers within a given grade and then, if necessary, expand 
upon enumeration with a single sub-pool. This approach would help eliminate bias and 
create a more holistic picture of an officer’s performance compared to that of his peers.  
Finally, since USASOC is comprised of individuals who act as members of a team 
to achieve common objectives, raters and senior raters should be held responsible (to a 
degree) for failing to improve low performing officers and low performing teams. As a 
team-based organization, accountability in USASOC should be collective and owned from 
the top down. A multi-dimensional evaluation system could hold leaders accountable for 
developing others. Additionally, low performing individuals who are consistently on high-
achieving teams may have more to offer than meets the eye, indicating that it would be 
valuable to consider team performance when evaluating an individual officer’s 
performance. A data-driven performance management system would identify these and 
similar trends. Understanding the limits of qualitative feedback with 360 performance 
review input is important. Too much emphasis on peer feedback could lead to an 
environment where officers abuse the system to degrade an unpopular peer or support a 
popular (but low performing) peer. Similarly, a single subordinate’s opinion of a superior 
should not carry significant weight as a recently reprimanded subordinate may maliciously 
provide poor or inaccurate feedback for a superior.  
G. WAY FORWARD AND AREAS FOR FUTURE RESEARCH 
Constant efforts to research the subject of performance management and unceasing 
refinement of organizational practices are essential to remaining relevant in relation to the 
fluidity of performance management as a strategic initiative. As such, USASOC can further 
enhance the performance and retention of its mid-career officers through additional 
research. Retention is an output of talent acquisition and talent management systems and 
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heavily influenced by organizational culture. To effectively address retention issues, 
USASOC must thoroughly assess its talent acquisition and talent management systems and 
understand the impact of culture throughout. Retention issues are symptoms of a larger 
problem that requires a holistic solution—such as embracing a sociotechnical performance 
management system that incorporates a continuous 360 performance review process, data-
driven methodology, multi-dimensional evaluations, updates to PME, and extending time 
in KD positions—to more completely evaluate leaders based on the Leadership 
Requirements Model. It would be valuable for quantitative researchers to conduct more 
extensive research and analysis into the behaviors and motivations of special forces 
officers. Through targeted interviews and a more focused survey instrument, researchers 
could unearth and analyze what really excites special forces officers about work. An 
updated lens of experiences, learning, and insights through which to view special forces-
specific organizational performance management practices could result in transformative 
individual and organizational changes. As USASOC transforms its people management 
processes, it needs to craft a sociotechnical system to meet the unique demands of the 
organization and its employees—civilians, soldiers, NCOs, and officers, alike.  
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APPENDIX A.  U.S. ARMY SPECIAL FORCES OFFICER TALENT 
MANAGEMENT SURVEY 2020 QUESTIONS 
1. Informed Consent: Your participation is entirely voluntary, you will not be 
identified personally, you can skip any question you do not want to answer, 
and you may withdraw at any time for any reason. Participation involves 
completing a survey in which no personally identifiable information (PII) is 
required. No attempt will be made to identify participants by name. The 
research will not benefit you personally. We know of no risks resulting from 
participating in the study. If you have any questions about our thesis team or 
the research, feel free to email any member of the research team at: 
talent.management@nps.edu. If you have any questions about your rights as a 
research subject, please contact Naval Postgraduate School’s Institutional 
Review Board at IRB@nps.edu or (831)656-2043. I acknowledge the 




2. I serve/served in the following organization: 
a. 1st SFG 
b. 3rd SFG 
c. 5th SFG 
d. 7th SFG 




















4. My future plans are to: 
a. ETS prior to 20 years of service 
b. Serve 20 years or more and remain a Special Forces officer 
c. Serve 20 years or more, but seek other job opportunities outside of 
Special Forces branch 
 
5. I receive career counseling from raters providing feedback on my 




d. Rarely, if necessary 
e. Never 
 
6. I receive career counseling from senior raters providing feedback on my 




d. Rarely, if necessary 
e. Never 
 
7. I receive adequate mentorship from my supervisors: 
a. Completely agree 
b. Agree 
c. Neither Agree or Disagree 
d. Disagree 
e. Completely Disagree 
 
8. I am pleased with career development opportunities within the SF regiment: 
a. Completely Agree 
b. Agree 
c. Neither Agree or Disagree 
d. Disagree 
e. Completely Disagree 
 
9. I feel that future job placement within the SF regiment is objective: 
a. Completely Agree 
b. Agree 
c. Neither Agree or Disagree 
d. Disagree 
e. Completely Disagree 
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10. I feel that future job placement within the SF regiment is transparent: 
a. Completely Agree 
b. Agree 
c. Neither Agree or Disagree 
d. Disagree 
e. Completely Disagree 
 
11. I am confident that I will be promoted to Lieutenant Colonel (O-5): 
a. Very confident 
b. Confident 
c. Neutral 
d. Not confident 
e. Zero confidence 
 
12. I am confident that I will be offered a BN CMD (Tactical or Immaterial): 
a. Very confident 
b. Confident 
c. Neutral 
d. Not confident 
e. Zero confidence 
 
13. I am interested in BN CMD: 
a. Very interested 
b. Interested 
c. Neutral 
d. Not interested 
e. Zero interest 
 
14. I want a BN CMD out of interest in the job/position: 




e. Completely Disagree 
 
15. I want a BN CMD because it is needed for promotion to O-6: 








16. I want a BN CMD because of the perception within the Army that BN CMD 
equates to success: 




e. Completely Disagree 
 
17. I want a BN CMD for other reasons. Please explain: 
 
18. I am confident I will be promoted to O-6 or higher: 
a. Very confident  
b. Confident 
c. Neutral 
d. Not confident 
e. Zero confidence 
 
19. I would separate from service if I reached 20 years of service without 
possibility of further promotion: 




e. Completely Disagree 
 
20. If you would separate, click all that apply: 
a. I would separate to pursue a career that enabled further progression. 
b. I would separate to pursue other professional goals. 
c. I would separate to pursue a higher salary. 
d. I would separate to provide stability to my family. 
e. I would separate in search of better work-life balance. 
f. Other 
 
21. In the absence of promotion to O-6, compensation incentives to remain in 
service would affect my decision to get out: 








22. The rewards (incentives, salary, bonuses, recognition) are commensurate with 
the demands of my profession: 




e. Completely Disagree 
 
23. I plan on separating from service: 
a. To pursue other professional goals. 
b. To seek a career providing more professional development. 
c. To provide stability to my family. 
d. To achieve a different work-life balance. 
e. To pursue higher pay. 
f. To pursue educational opportunities. 
g. To pursue a different lifestyle. 
h. Other 
 
24. The concern of continued progression (assignments/promotions) affects my 
decision to separate: 




e. Completely Disagree 
 
25. I am concerned about reaching the 20 years of service for retirement benefits: 




e. Completely Disagree 
 
26. The percentage of individuals considered to promote beyond O-5 is a factor in 
my decision to separate: 









27. The amount of mentorship from my supervisors affected / affects my decision 
to transition: 




e. Completely Disagree 
 
28. The rewards (incentives, salary, bonuses, recognition) affected / affects my 
decision to separate: 




e. Completely Disagree 
 
29. Career development opportunities within the SF Regiment affected / affects 
my decision to separate: 




e. Completely Disagree 
 
30. Job placement within the SF Regiment affected / affects my decision to 
transition: 




e. Completely Disagree 
 
31. Please share any further information on the above questions / topics: 
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